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Introduction

By nature of the profession, Army leaders must be task

or mission oriented while at the same time ireserving che

diqnity of the soldier. This requirement-- to balance the

needs and qoals of the organization with the needs and ;oals

of its individual members-- presents a challenge for Army

officers to continually develop their leadership skills.

The Army is unique in many respects when ccmpared to the

civilian sector of society. The concept of command implies

inherent authority over subordinates and, for the most part,

no comparable leader-subordinate relationship exists in the

civilian sector. A rigid code of ethics guides military

officers in the performance of their duties. The battles of

Meuse Forest, Guadacanal, Iwo Jima, Pusan, Heartbreak Ridge,

Pork Chop Hill, and the Tet offensive exemplh&y the types of

situations which require th[ U.S. Army to have leaders who

are stronq and capable.

The military has traditionally provided the

fundamental leadership training for successful business

leaders. In fact, many of the techniques of leadership

learned during military service have aýplication to

government anid industry as well. In many cases, these

techniques have bven modified and form the basis for some of

the more influential theories of leadership that are

currently available.



Although the art of leadership has been practiced for

centuries, the systematic and formal study of these

processes is relatively new. Since World War I knowledge ofI- • the leadership process has grown considerably and numerous

theories that deal with the selection and training of

leaders have been developed. In addition, specific

functions of leadership, such as the decision-making

process, have also been delineated. A solid foundation inf the fundamentals of leadership theory and their

applications will prove to be invaluable in the subsequent

military leadership training which you will receive and,

most i.-portantly, such knowledge will enable ycu to develop

into a more proficient officer.

No single book can teach an individual how to become an

effective :eader anO this book is no exception to the role.

After extensive interviews with many officers in the U.S.

Army, the auta~ors are in agreement that much of the military

le;.dership process is learned through experience. flowever,

before a now officqr mar benefit from these ex•eriences, he

or she will need somi type of o:.anized perspective from

vhich to evaluate his or her role as a platoov leader. *he

purpose oi this book is to providi tuture military leaders

with a working model of leadership which will allow them to

gaiin a better understauding and a greater sensitivity to the

leadecship problems which they vill encounter upon their

initial exposure to the military settiant.

-2-



The book itself is divided into four sections. The

first section serves as an introduction to the qeneral

* problem of leadership for dn Army officer. The second

section represents a review of leadership theory and

research which has been derived, for the most Fart, from the

fields or psycholoqy, business, and military science. This

section serves to provide the student with a general view of

the systematic study of leadership. The third section

presents t:he development of a general mcdel of the

leadership process in formal organizations. This model is

not intended to be a resedrch tool with specific behavioral

predictions. RAthero its primary function is to integrate

the existiug theories And resea.rch into 4 meaningful

perspective with which to more effectively understand the

leadership process.

The final section of the text is an example of the

application o: the general model to the leadership problems

faced by newly cossissioned lieutenants in the U. S. Army.

This section will provide concrete examples of how knowleige

of the developmental model of leadership may benefit the new

lieutenant. The exercises in the fourth section are

designed to provide experiential insiqgt into the basic

leadership skills which h~ve bitn idnctifiod to be critical

to the succvss of a newly comaissioned officer in tht 0- S.

Army.

i~i i-3-
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We shall begin this instructional program on leadership

by introducinq several basic units of text material wtiich

cover issues and problems relevant to the study of

leadership by ROTC cadets.

In this section we shall talk about the problem arceas

of platoon leadership in the modern Army as revealed by two

years of study at several military installations. We shall

present current professional thinking in the areas of

individual personality differences, discuss reactions to

stress, and talk about the several practical aspects of

commuaication at both the one-on-one and the small Iroup

levels. We shall come to understand how counseling and

human relations become d part of the total picture of

leadership, and we shall discuss various roles of the

platoon leader. These topics say first aýFear to be

unrelated but, is you progress tbrouqh the course, you will

see that all of theae issues ate important for effective

leAdership. At this point in time vc do not wish for you to

attempt integratiag these topics. lastead, you should read

-4 -5-
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each topic anJ reflect upon your ovn opinions or thoughts

about the subject. it may even be useful to keep a list of

questioa s which arise as you read this section of the text.

Going from the college campus to the military setting

can be exciting, confusing, and yet one of the best

educational experiences a young person may have in relating

him or herself to a developing career. We shall first

present material which will allow you to better understand

just where each of you fits into the military organization.

Often, in attempting to understand your position in an

organization it is beneficial to examine the historical

development of the organization and the position in that

organi.ation v.ich you shall assume. Thus, the starting

point for our course in leadership will be a brief look

] backwards into history.

Pros the time of the Doman Empire, officer ranks

related to class systams. Commanders of companies and

regiments were people with money and influence because the

commander had to raise and to equip his unit with his ovn

I funds. When the United States Army was established by the

Constitution, some fclass" ideas were retained in terms of

the appointment of officers (Ocommission') by the President.

Over time, possession of property and money has become

irrelevant as a qualification for becoming an officer.

-6-



Education and training are now major qualifications.

Banks of today have evolved from past history. The

forebearer of the commis !joped ofjj began with the

American Army in 1775. The warrant ofjigeE position was

established in 1918. This otficer was raised from the ranks

by virtue of his technical competence in a particular field.

The Secretary of the Army appoints the warrant officer.

While technically not in the same category as commissioned

officers, Congress includes the warrant officer in the total

officer corps since that "warrant" parallels the

responsibilities and authority in many areas. The warranit

officer holds rank above the non-commissioned officer.

NCO ranks date back to the Roman legions. The NCus

initially functioned as drill instiuctors aod as tactical

and administrative assistants. NCOs are chosen and promoted

on the basis of demonstr4ted competence and continued

performance. In effect, these people serve as agents of the

officer corps. T'iey derive their leql authority from this

source.

The professional officvt corps normally includes a

number of *reservists*. They are a supplement to Lite

Oregular* officer corps and qualify for rank by seLection,

"education, and training. Uhile on duty they normaijy

possess all the prerogatives and responsibilities of A

regular officer in tie same rank.

Giveni this very brief overview of the fcrmal officer

!_ -7-
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Beyond oneos career speciality in engineering,

*-• management, arts and sciences, and othar areas, all POTC

students share one common thipq-- a possible future career

in the military setting. Let us think of the present course

as one of the beginnings tor individual caracr development.

Perhaps few, if any, sit'.,ations exemplify the beginning

stages of professional leadership more than the assignment

of a new officer to the leadership positica of an Army

platoon.

The military setting is a a.qit 9f chang tor

individuals enteriL.9 the otganization. One of the first

things the new otflcer learns is that soldiers, like most

people, have !;ome hidden resentment to being controlled. Il

the tole of platoon leadeL, the lieutenant must otten

* attempt to change the behavior ot other platoon members. Aks

you well know. people viesist chauqe fot dIffereut reasous

and react to chauqt in diftertat ways. Often the resistanct

to chanqe is a reaction atiaiust the distuption and

uncertainty whijcn accospanies ch4nqe. The enli-sted

voluntuet And the newly coamoi~siond Ileutenaut both 4re

eatering dtu unfamilia• tvironovot filled with form•al rulvu
41Lt41d requlaaoaa which may contlic:? vith inuork-al msvthA4s o

accomplishinq 40alS. Th&i envltor.4ent focce. ch4nge5 in

nauwly enteriuq mebicrs, whtthez they 4tv ,ulistod pesonts at

otficers. Thd demands for cýbnqgv lad tc teeliugs of

i



uncertainty in the new officer and enlisted person alike.

It is no wonder that the platoon sergeant or varrant officer

is viead with ave by the newly commissioned lieutenant.

These men have gan how to operate in the military

situation. They are, as we say, "organitationally mature".

Psychologically, the newly commissioned officer faces a

difficult task in leading personnel who know much sore about

the Army than they do. Platoon LeadershiF is truly a

testing qround.

it is not unusual to find that the new lieutenant may

not be technic-illy competent in many of the tasks performed

by the platoon because he or she has had no oFportunity to

* learn the necessary skills. The lieutenant will also lack

knowledge of aany of the informal structures and procedures

of the platoon. The militacy orqanization sdy make "good

' sense" once one h~s experienced it. but it is Jifficult to

se "bhoy and "why" whent one is makinq vhe initial chanqes

trot the permisiveness of college life to the reqimented

structure oi the, mlliiary. The .altimate goal ot this course

is tQ enable you to ad4pt to these changes and become an

effective leister in the U.S. Atmy.

SpecificAlly. this i ouC" is desL tikd to m0et the

following 9b-jve:

1) To utimulate yout thivking about isauer and

problems related to being a Leader in today's

Army.

"-10-



2) To proVi-e you with do up-to-date "yjjjw of

the contemporary 4 pIoicl hes -ind theories of

Sleadership in thie dcademic, industriat,

qovvcnsen'al, and militdry -science disciflines.

3) To provide an overall model- of leadcrstip

applicable to the military setting, with

particular attention given to the platoon

leadership position of the second lieutcnant.

- To sensitize ycu to the types if leadership

21-0-L , eq L taced t'y the. n~w3y cosmissioned

1lieu~tenant.

5) To dJscribe the -kljL required for effective

platoon leadership; and to 4llow you to F.ractice

these skills in the classroos s6ttinq.

b) To orient you in per-onal and organizational

development of leadersihip knowledge and

S~applicat ions.

7) To help jtg!Uc' the asou'lt of tiot and the

Snumer of mistdke-s which precv., effecti ve Flatoon

(I e rý •it i p.



The first topic we would like to introduce is the

problems a platocn leader may face when commanding a

platoon. Many of you will find yourselves in this position

in just a few monthts. Do you really know what you are up

against? Two years of interviews with hundreds of persons

fLom all ranks in the Army have revealed a wide variety of

factors which may make a lieutenant's job difficult. many

of these situations have been incoiporated into exercises

which you will complete in a later section of the text.

At this point in time, we would simply like to present

you with a sampling of problems reported in the tvo years

of interviews. As you read each problem, think about what

you might do to solve it. Even more importantly, ask

yourself it there is anything you could do to chage the

situatioe.

A commou problem reported by *any lieutenants was very

ylo morale amoaq their soldiets. In some cases, these

soldiers were ovev-wo&ked, putting in long hours of overtime

io the evenings A114 on weekend,. soldiers were not qiven

the opportunity to leave their uoits to receive the trainiag

they needed ior promotion. The good soldiers simply could

not be spared ftom the unit. As a consequence, ,.oldie cr

often perceived tbemselves As havinq no chau"e to be

promotod *ad bteamte frustrated and diOcraqtj. in eontrast

S"12'-



to this situation, other units &n which morale was low were
characterized by a lack of work to be done. Soldiprs were

-€given "busy work" to occupy their time or simply stood

around for hours with nothinq to do. These individuals saw

their jobs as being meaningless and were bored. And what

about the mocol.o of soldier.; statiowed at bases surrounded

by affluent civilians? These SOldieLs see the many benefits

I enjoyed by the uealthy civilians living around them and yet
the cost of living in these a4ra.s is so high that thef soldiers at'd their families crn only live at a subsistence

level. What can a lieutenant do in this situation?

what do you do when you discuv•.r a number of your

soldiers involved in the t.akinq or selliug of drugs? Is

this only a symptom ot one ot the more Lasic problems

discussed 4bove? Certainly this zvvc of ptoblem or symptom

will affect platoon perf.ormaance. As the platoon leader. it
i I aour S t to 10 somethieg c corfee.

problf.ms. 8ut wha' will you do?
You 4vrý Comiiq from a coollele euviroament; you;

ioldiv~s 4aý not. !anAy of tho individuals% you will lead

ttawv a cultu4al background qlUit- differtat trom your owe.

Things ePht Vo.ivttv you to Perform Well eaa hav he0 e•ocn.

on Improvinq theit ptrfotaance. £vxe thtough you haw" the

rank oi 4 ftCCe, the -.oldittrs May have italt- ot no

for luq .a4 thci: ltder. T~o rt:ist~ni to tho

ordot3 you i:•.qe will otton tkt lect tEeiz l1ck 4f re:pe,:t.



How do you earn this respect? Do you need this respect or

can you re]y upon your rank?

The list of questions could be endless and the list of

problems equally long. However, this shculd serve to

stimulate your thinking about the problems you may encounter

as an officer in today's Army. Remember these are not

abstract or theoretical situations. These are actual

problems which lieutenants face in today's Army. They are

real problems that deserve solutions. It is your

responsibility as an agent o1 chang. in today's Army to find

the most effective paths toward these solutions.

-11.1 pg
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Personality and Individual Differences

k hen ve encounter problems such as alcohol and drug

abuse, AWOL soldiers, and cultural differences between

leaders and subordinates, we begin to ask questions related

not only to ability and education, but to personality

differences -.s well. Some people who have feelings of

anxiety and anger direct their unhappiness inwardly toward

themselves. Others turn their anger outward, often toward

their immediate superior. We can derive some understanding

of the behavior of others by asking ourselves certain

questions. How do you react to annoyances produced by a

friend in contrast to those produced by somecne toward whom

you feel somewhat hostile? How do you react to your own

self-induced frustrations versus those that might occur as a

result of Army rules and regulations? How do you motivate

others? i{ow do you hold up under stress? Just as each of

you will have somewhat different answ'2rs to these questions,

so will the soldiers you lead display equally impo.-:ant

differences in their answets. (Sells, 1973).

Extensive field studies have been made on the behavior

of both military and civilian personnel in isolated

settings, such as the Arctic, in order to gain insight into

the relationship between personality differences and

behavior. From these, and similar studies, come some

general findings. Personnel who were rated as well-adjusted

.-.



tended to be conscientious, responsible and willing to

accept authority. Those who were rated as Foorly adjusted

went to sick call more often, had greater interpersonal

problems, and were only marginally concerned about their

work. Personality attributes rated desirable included

agreeableness, leadership, self-reliance, group cooperation,

and openness. Undesirably rated qualities were rigid

defensiveness and dependence on others for task direction.

Personality differences not only influence the manner

in which people behave but also the way people perceive the

environment. For instance, in one interdisciplinary

analysis ot industrial, governmental, and military

organizations (Presthus, 1962) it was found that "upward

0 mobile" people perceive their organization as one with a

"very positive climate. They are highly satisfied with theirJ jobs and task assignments and identify strongly with the

j organization. These are the people that are found at, or

near, the top of the organization (the professional officer

or industrial manager, for example).

In contrast to the aggressive upward mobile people art,

the mindifferents" who perceive their organization as a

source of frustration. Many of these people are not only

difficult to motivate but difficult to discipline.

Finally, every organization of size has a small,
perpetually disturbed minority composed of those who can

neither renounce their claims to status and power nor play

-16-
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the d•Vs.jW,.,d role to obtain such attributes.

How a person perceives the climate of a particular

organization and where the person thinks he or she fits in,

are important in understanding the behavior of people in the

organization.

if you can appreciate the differences in the

personalities of the soidiers you will lead, then you can

begin to understand the differences in their tehavior. You

should also redlize that these soldiers will perceive your

behavior differently and, in turn, react to you differently.

This means that you can not treat all of the soldiers in an

identical fashion. What you do to motivate one soldier may

not be effective with another soldier. The problem of

motivating subordinates is a critical topic in any study of

leadership.

gotivationl

The area of motivation deals with "why" questions. Why

do some soldiers like close order drill more than others?

Why are some people "poweL hungry" oriented and others

oriented towards making friends?

Motivational questions deal with the causes of

behavior. The core of the answer te motivational questions

seems to be that people do thiun-: (1) in an attempt to

satisfy some need, (2) to make themselves feel better, or

(3) sometimes simply because they are told to do something.

--4
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People tend to behave in ways that maximize rewards and
minimize punishments. Some people who come from a

background where self initiative is stressed tend to focus
their expectations on success, Others, who come from

backgrounds which lack opportunities and self-enrichment

focus on failure. The fact that motivational differences

exist between people makes it difficult to simultaneously

motivate a large group such as a platoon of soldiers.

4
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Stress

While all leaders must cope with problems of

subordinate morale, different personalities, and subordinate

motivation, the military officer is unique in several

respects. One unique characteristic of military officers is

that they are expected to' lead their subordinates under

severe conditions of stress such as exist in combat.

Studies of stress have been conducted with military

personnel in training, under severe physical environmental

conditions, and under combat situations. Two

generalizations have come from these investigations. First,

even the bravest men get scared. Second, preparation for

danger is essential for both physical and mental survival.

Research (Janis, 1958) shows that soldiers who are

informed of a dangerous mission before it takes place will

commit themselves to higher risks. If they know of an

impending action, such as D-day, several days before it

occurs, then there will be fear but no emotional shock. In

a way, vhen risks can be calculated, the psychological

preparation that follows serves to lessen the ensuing feat.

Both in training situations and in combat, as the

threat of danger grows nearer in time, fear increases.

Among parachute jumpers, data (Epstein, 1962) show that up

to the moment of the ready signal for jumpinq, the desire to

jump declines and the reluctance to just increases.

- 19-
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Following the jump signal, the pattern is reversed. The

peak of threat occurs not at the moment of jusping, Lut at

the point of final commitment to jump.

These findings concerning stress and approaching

danger may have several implications for the newly

commissioned officer. Upon entering the first platoon

leadership assignment, the second lieutenant lacks

information needed to accurately assess the "risks" he or

she will face as a platoon leader. This means that the

situation is likely to be highly stressful. Furthermore,

the "greatest danger" in being a leader is committing one's

self and followers to a plan of action. Thus, stress is

likely to increase as the time draws near for the lieutenant

to make critical decisions and oD. when the lieutenant takes

action after committing his or her platoon to a particular

objective. In a later section of the text we shall discuss

problems which may arise when a lieutenant's leadership

behavior represents a personal reaction to stress.

14
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Couuiunicati a

In the preceding section it was noted that providing

"j information to an individual enables him or her to better

r prepare for a dangerous mission. T.is is only one of many

types of communication which are impoLtant to an effective

leader.I
Communication takes many forms. The most common forms

of cokmunicaticn include reading and writing as well as

talking and listening. In addition to these verbal forms of

communication, large amounts of infornation may be

transmitted through other channels. Informativ.n concerning

the feelings of persons who are interacting may be

communicated through facial exFressions, a speaker's tone of

voice, the body orientation of the speaker and listener, or

even long periods of silence.

Leadership training programs ottell col)centrate on

teaching leaders to speak and listen effectively. However,

it is important to remember that communication means more

than just information processing; it involves people, with

all their feelings, habits, and expectations.

-
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The communication process involves not only

transmittin-g information but also listening. For the

platoon leader, a significant portion of this listening will

take place during counseling sessions with subordinates.

Counseling is listening, helping with individual

problem solving, sometimes making judgments, and giving

advice. Counseling in the military setting may be formal or

informal. Effective counseling on a personal problem can

often help relieve stress both harmful to the unit as well

as to the individual. In performance evaluation and

counseling, the leader can help correct mistakes, reinforce

good performance, and in an indirect way, obtain information

about the informal structure of the platoon.

Let us assume that a subordinate comes to you with L

problem. The individual is obviously uFset. It is

recommended that the counselor take the person through a

sequence of three stages.

fjjLt, the leader should act as a sounding board for

the individual's frustrations. This means that the leader,

as counselor must get the person to talk about what is

bothering his or her, and to reveal his ox her real

feel ings.

•q •_A. the leader must try to help the person locate

the cause of the trouble, to state what he or she thinks is

-22-



the problem.

MIAh_., the leader should try to get the Ferson involved

in finding a solution to the problem.

Do yon, think you could perform well ir each of these

three stages of counseling? One of the ccnflicts the

platoon leader has to face is in being a counselor, an

evaluator, and sometimes a disciplinazian, all within a

brief sFan of time. But whoever said beiny a good leader

was easy? There are pitfalls to be reckoned with: biases,

prejudices, and stereotypes must be overcome. Leaders must

recognize their limitations as counselors. They must know

when to suqqest professional help. In essence, counsolin';

Is not only the art of eood listenicg, but also the art ot

knowing what act to do as well as vh4t to do.

r
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lbe ogles _q1 iM[uLkiw

The platoon leader must assume a number of leadership

rolas. A p4rticula: individuial may terform some leadership

roles well, while at the same time, failing tc perform other

roles adequately.

Leadership is often situation-oriented, as you shall

see in the next section on leadezship theory. The

successful executive may not succeed in a college classroom

whereas a colleqe professor may fali on his face trying to

address a group of plant managers. The Ferson who is

effective as a Fiatoon leader in combat may be less

iu•fective as A platoon leader in qarrison.

it is necessary to consider what roles are iavolved in

leadership, what methods are called for, and what the

particular situation is. In a civilian setting, if an

organization is running well, gAjthojtajj leadership may

be quite effective. Essentially, if there a4re virtually no

problems, people are willing to I - the leader make the

decisions. Likewise, in times oe crisis, decisions must be

forthcoming. and people expect leaders to exert an

autocratic role. However, in times of change, when the

orqanization is growing, people frequently wa#*t to be

involved in the decision making process.

From both civilian aod militarly experiences have cone

several useful mtatevsuts about the roles of a leader:

* -24-



1) The leader sometimex finds himself in the dilemma of

havinq to succeed as a lead.r d.spite the fact that he or

she cannot control the conditions of leadership.

2) The major role in leadership is not one of providing

inspiration, or producing obedieace by positica, but one of

creating a situation in which the followers willingly accept

the leader.

3) Achieving changes in the tehavior of subordinates often

involves achieving a chanqe in their FerceFtion of the

imsediate situationt.

4) Authority which is maintained ty threats of punishment

is undesirable. It achieves only acquiescence, not real

ac:ceptance.

5) In civilian settings, and sometimes in military

J situations, subordinates are more likely to accept group or

-J organizationdl qoals when they personally feel related to

the goa0s.

6) Groups cAn sake a leader iueffective or effective by the

attitudes they disflay.

S7) Time is a variable in evaluatinq leader success.

Chdnqgs otten require an preciable period cf tine before

positive results are noted.

The many different role demands which may be

aeperienced by the newly commissioned lieutenant are

discussed LU more depth in Section IV of the test. Me will

now present the stescriptioa of a typical day in the life of

:- -2S-
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Lt. Edward Jones. This description is presented to provide

you with a representative sample of the lob demands which

may be faced by dny 9latoon leader. While the specific

situation and technical expertise required may vary fvom one

NOS to another, the basic leadership skills vbich are

required of a platoon leader will remain the same. Lt.

Jones will become a familiar character to you as you read

this text. Jones and other members of platoon A and Company

ZIZ will be refarred to repeatedly throughout the course.

26
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Lt. Jones entered his office at 6:34) A.M.. Hie had come

to the office early so he could complete some paperwork

which bad been sitting on his desk for almost a week. He.

needed to complete evaluation forms for two squad leaders

and complete some work on revision of the company procedures

regarding the handling and storage of flammable liqui~s at

the motor pool. Lt. Jones is the- company safety officer aad

hopes to correct the coudItious leading to two recent fires

in the motoL j-ool. In addition to preparing a memo
outlining the now -7ocedure-;, ne is also coupcsing a written

proposal for a safety caspaign. The written piroposal must
be sent to the coapany COM944dec, Capt. Wallis, tor

approval.

At 7:15, Sgt. Rock, thei Vl4toon sergeant, entered Lt.
Jones, offick;otl vt h liwutenant in a pirivitte
b1 essiuo. Sqt. Rock espreised coacetn about !5evordl ricent

* ~. incidertts betweeni one ot Lt, Jocets* squad leaders and a

sioldiot in thro platvono. Sgt. Rock indicatod that th~e squad

144der *Ay bv At least partially at fault fec the probl**.,.

aa4 sug14ted that Lt. Jones talk to the squad leadec #h4A

'i L out a mde 4 notv t,3 blmselt to *to the squad

le,&der that 4fet~oaa.

At it:00' Lt. Jobe.s rVot~v~4 for a too bout N-ot

.1 V b Cat aln The Itrief ing Vat; on 4 too V~ek tiold

L .4,g ercjsv *hlt U-4 to b~in two~ days.le.



the meeting, the Captain reminded Lt. Jones that during the

last training exercise (before Lt. Jones became platoor

leader) platoon A had performed rathe.: poorly. Capt. Wallis

felt that this performance was due to the pocr training of

the soldiers in two of the squads and he told Jones that he

hoped that this problem had been solved.

At 10:00, Lt. Jones met with Sgt. Rock and told him

that he wanted the platoon on the firearms Ecactice range

that afternoon. Lt. Jones wanted to make his own evaluation

of the squads before the field exercise and provide any last

minute training he felt was necessary. Sgt. Rock already

had plans for the platoon, so Jones had to spend some time

convincing him that the men needed the training.

At 10:30, Lt. Jones received a call from the battalion

commander congratulating him on platoon A's superior ratings

during a ,ecent inspection.

At 11:00, Jones started to leave for an early lunch.

Just as he headed out of his office, private Willie Jackson,

an E-2 in Jones' platoon, came in the door and requested

permission to talk with Jones about a personal problem.

Jackson told Jones that his wife, who is seven Yonths

pregnant, was threatening to leave him because of their poor

financial situation and the long hours the soldier had been

working in preparation for the upcoming field exercise. The

soldier's wife had also begun drinking heavily and the young

man was afraid to leave his wife alone. Therefore, he was

-28-



requesting that he be excused from the field training

exercise. Private Jackson told Lt. Jones that he was sure

something "terrible" would happen if he left his wife for

two weeks at this point in time. Lt. Jones told Jackson

that he would give him an ansber the next day. Jones made a

mental note to talk with Sgt. Rock about the Froblem and the

possibility of not taking private Jackson on the field

exercise.

Lt. Jones finally left for lunch with two other

lieutenants from the company at about noon. During lunch

the three lieutenants discussed the upcoming field exercise

and the World Series. Returning to his office at about

12:45, Jones made several phone calls to check that

everything was prepared for transporting his troops to the

field for the training exercise.

Lt. Jones left to go to the firearms practice range at1 1:15. Once on the range, Lt. Jones took command of his

5 platoon and supervised the practice session for about an

hour. During this hour, he observed that several soldiers

were performing rather poorly and attempted to correct their

problems. At first, Lt. Jones attempted to help each

soldier individually. However, he quickly recognized that

there were about six soldiers who needed individual

attention and he bad best allow his squad leaders and

platoon sergeant to provide the needed assistance. Once Lt.

Jones was satisfied that the soldiers requiring additional

-29-
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!,•,I traininq were identified and being helped, he returned

•'•.. command of the platoon to Sgt. Hock.

SBefore leaving, he talked with Sgt. Rock about the

• .-
•)• problem with Private Jackson. Sgt. Rock said he would like

•ii= to tell Jackson to stay behind but he felt that Jackson may

,oii be essential to succesful platoon operations. Lt. Jones was

•. i, worried that Jackson, normally a •odel soldier, would be too

•i•:: troubled to perform well. Sgt. Hock ende4 the conversation

i'i)il by telling Jones that it was up to him as the rlatoon leader
i•i• to make the de•islon, but that he would back Jones' decision

•::: in either case.

•f•: As Jones was returning to his office, h• realized that

• he had not spoken to the squad leader he and Sgt. •ock had
if! discussed that morning. Upon entering his office, Jones

made a written note on his calender to speak to the squad

< leader early the next daT.

SBy the time Jones was ready to begin working in the

+ office, It was •:00. He obtained a large desk calender and

began planning dates for further training a•d evaluation in

a number of different skill areas for the soldiers in his

"• platoon. He worked furiousl• on the plan so that he could

complete it before leaving the office that evening.

Scheduling t•ininq time was rarely an easy task since his

platoon was usually very busy in accomplishing Just the

missions assigned to them by the company and bat+,alion

commanders, not to mention the time required to prepare for

S-30-



scheduled and "unscheduled" inspections oZ- the motor pool

and other areas.

At 5:15, Lt. Jones left his office and beaded tovards

the Officers# Club. At 6:00, he was scheduled to play a

match in the battalion tennis competition and at 8:30, he

had a dinner engagement. As he left the office, Lt. Jones

took along the NCO evaluation forms and the saftey program

proposal.. Hopefully, he would find time to work on the

projects at home later that evening.



1 2AL i.i Ifi

You have just completed a general preview of the tykis

of issues and topics vhich have confronted Feople vho have

studied leadership. As you attempt to formulate your own

ideas about leadership and try to integrate the above

topics, fortunately you do not have to "start from scratch".

many researchers have attempted to deal with the same issues

7 and problems we have presented in this introductory section.

There exist over 3,000 books and articles which discuss some

aspect dealing with leadership. These efforts have led to

the development of a number of contemporary theories of

leadership. The theories and subsequent research provide a

wealth of information from which to obtain additional

insight into your role as a leader. These insights will be

invaluable in aiding your future thinking and development as

a leader in the defense of your country.

-I-32-



J91CTIO : EADRF HIP THEOR~Y

A §I§JoicalJ 9yerviev of ISA4.QLMI Ibeggy

The initial approaches to the study of leadership were

directed at answering the question of what makes an

effective leader. Savelas (1960), Stogdill (1974), and

Fiedler (1963) note that early studies of leadership were

concerned with the identification of the perscna. attributes

possessed b: effective leaders. These attributes included

age, education, intelliqence, creativity, and integrity.

Underlying this early approach to studying leadership was

the assumption that regardless of the setting, persons who

I are effective leaders in one situation are also effective

leaders in all other situations. This approach to the study

of leadership is tasically a "common sense" or intuitive

Approach tv the sutject. For example, if you are asked to

answer th, question, OWhat are your major strengths as a

leader* the chances are that your first thoughts center

around yoir intV1ligence, personality, or physical

4 apPe rance. These are all personal attributes vhich are

relatively stable across various situations. These personal

attributes of the Leader are important for effective

-33-
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leadership, but research soon began to demonstrate that the

situation was also a critical factor that had to be

considered.

If you think of your own experiences as a leader, you

will probably recall that you have used the same style of

leadership in two different situations only to find that it

was effective in one situation and led to failure in the

other. Likewise, you probably can remember reading the

sports section in the newspaper and realizing that a manager

who was fired from one losing baseball team was hired by

another losinq team and subsequently led the second team to

a winning season. Neither the research evidence implicating

the importance of situational variables to leadership nor

the logical arguments supporting such a position resulted in

an immediate shift in the study of leadership.

In the decade prior to Wo•ild kar II there was a

continued interest in studying the persona i ~t of

leaJders. About this same time, however, industrial

psychologists began studyinq general 9Qjgjiational grou

.4xnamic of how people work together. Gradually,

psychologists came to talk about leadership as a job, as a

function, not a set of characteristics; but rather a process
of communication. Researchers began asking "how are

leadership functions distributed in the organization"

Despite evidence that one must include situational

variables in studyinq lepdership, the 1950's and 1960's saw

-34-
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a continuing interest in the study of the leader as an

individual. Humanistic theories of personality were given

attention. These theories suggested that man is inherently

good and if left to his own devices would ccntint to grow

both intellectually and socially.

Maslow (1954) introduced the idea of a hierarchy of

needs which relate to the motivation of a person. Arranged

from basic to higher order needs, these needs are:

physiological needs, safety needs, social needs, self esteem

and status needs, and finally self-fulfilling needs or the

need for self-actualization. Maslow contends that the

lowest order need which is unfulfilled will operate to

motivate a person. For instance, if hungry, food will be a

prime motivator. when a lower order need becomes satisfied,

then the neat higher order need emerges and acts as a

motivator. For instance, once the physiological needs are

I satisfied, then the needs concerning an individual's safety

become active; e.g., job security. Several theories of

management and leadership are based on Maslow's hierarchy of

needs. Argyris (1957) based his theory of leadership on

Maslow's hierarchy of needs and suggested that a successful

leader is one who fosters the growth and development of the

followers by enhancing the work environment and meets the

needs of the followers by employee-centered leadership.

The second type of leadership theories which oriqinated

in the 1950's were empirical theories based upon large scale
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reseaich pi.iqrams. Thf.-e theories are called "empiricali

because the; ace based on real-life data and scientific

"investigation rather than being based on philosophical

theorizin,ý. For example, Stogdill and Coons (1957) focused

their reL-eat ch upon th,. "role" of a leader. These

researýihec: identified i at!ing strctr as a leadership

dimension rtelated to successful leadership. The dimension

Sinitiatinq structure essentially represents leader

Ok havior which is directed at making clear what tasks

subordinates are to perform and how they should accomplish

these tasks. For example, you may remember the numerous

ways in which a group leader has provided you with quidance,

or structure, which was essential to your accomplishing a

particular task. In later research, Bass (1960) found that

in addition to initiating structure, the dimension of leader

q.2nsideaion was also important in successful leadership.

As you may have guessed, this dimension of leadershi.

includes behavior in which the leader expresses concern for

the p•.rsonal wel.fae of subordinates and shovs respect ±or

them as individuals. Perhaps you can think of times when

your leader gained your cooperation and effort because he or

she considered your feelings rather than telling you what

you "had to do".

Today we think about leadership in terms of some dozen

or more leadership theories, many of which are based on the

results of numerous empirical studies. We will now turn to
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areview of tvc~lve Of the most recent theories c,! leadership
developed by researchers in the fields of PsYcboloqy,

business and military science.



These contqmporary theories are grouped into three

qeneral cateqories. The first category focuses primarily

upon the &S .s IA " n.vidual, examininq the dimensions

of the oehav1 .or of the leader. Included in this category

are two theories dealing with the leader's use of power and

one theory concerned with the philosophical views of man.

The second category of theories are those which

concnntrate upon the Ltuatiov•. jva_iables which determine

whether a particular style of leadership will be effective

or not. This second category includes Fiedler's (1964)

Coutingency theory and louse's (1971) Path-Goal theory of

leadership effectiveness, while both of these theories do

discuss leader behavior and leadership styles, the main

thcusts of these theories are aimed at investigating

situational var iables dhich influence leadership

ef fect iveness.

Third, we present theorxes concerned with leaderrhip as

an o_!W.njztiona•I roc . These theories concentrate on

leadership processes, decision-making, subordinate worbk

roles, and delega•ion of autbority.

-i8-



.jqeors lbeor.1.-A .4~ Jhpox-I

Douglas McGreqor (1957, 1960) had a great impact on

the area of leadership rosearch and practice. His 1960 book

TheHuman ý _5 21f Enit-.isss is now a classic. McGregor

notel that the t.raditional concepticn of management was

based upon assumptions which characterized man as a passive

worker. Referred to quite widely as Theor-_X, this approach

to management rests upon the assumption that man is, by

nature, passive and resistant to organizational needs, and

that active and close supervision by management is necessary

if organizational goals are to be achieved. Hence, man as a

worker is viewed as being lazy, self-centered, gullible,

indolent, not very intelligent, and generally ineffectivt; on

the job.

""cGretior suggested that such worker behavior is not the

consequence of mar's inherent nature, tut rather, is the

result of the orqanizatxonal environment that impinges of

man in the industrial setting. This organizational

euvironment in•cludes management philosophy. jolicy, and

practice. Drawing upon haslow's work on hu#an motivation,.

McGregor prosents the argument that traditional cractices ot

management (i.e., theory-1) serve to thwart the fulfillmeut

of human needs-. Resstant and passive behavioc AaaI bo the

vorker's response to the failure of the oLgao-.zation to

0allow fulfillment of his or her uee4s. It is AcGreqorO%
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contention that human needs must be satisfied at all levels

if man is to be an effective worker. Management must

understand the level of need which a worker possesses and

must channel their efforts at satisfying these particular

needs. Some workers may be operating at the level of

physiological and safety needs, while other workers may have

higher order needs such as self-fulfillment.

McGreqor proposes a new set of premises in place of

Theory-1. His conception of man is referred to ds Theoy-Y

and is based on assumptions that dre most closely aligned to

human motivation theory. Basically, Theory-Y assumes that

man is not by nature passive and resistant. If man does

display these particular characteristics, it is assumed to

be the result of working in an eavironsent which has

restrictive organizational policies and procedm,,:as.

Hanagement's responsibility is to provide an ozganizational

eavironment in which a worker can 'est direct his work

efforts toward the obI-ctives of the organization. In such

an environment, management should be aware of the need level

which the worker possosses, and Attempt to satisfy these

needs. In essence, Manduesent rust uat• e a "jitjtgn in

The current practices of "management by objectives,"

"job, clargesent, and *participative and consultative

6an,00eme't" aCe examples of managemeat practices which are
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conzistent with McGregor's Theory-Y. With these adnagement

practices, workers are given the freedom to satisfy their

soccial and egoistic needs by assuminq responsibility that is

directed towards the completion of organizational

objectives.

While one may disagree vith AcGreqor*s views, his

thinkinq dceý raise some important implications for

effective platoon leadership. Theory-X and Theory-Y

assuaaptioas are different and if used by a military leader,

may have different practical consequences. A Theory-I

;tler will be authoritative, directive, and will manipulate

orqgnizational rewards and punishments. Such a leader would

essentially assuse th~t subordinates are lazy, passive and

resistant. lt a leader assumes that all subordinates

possess these characteristics, it is likely that a self-

-pulfillin r pophecy might occur. -that is, subordinates vwil

behave in a Theory-I manaer as a consequence of the manner

ia which the leader interacts with them. Converselj, a

Theory-Y leader would be sore considerate of the needs and

jqodls of the subordinate and would allow latitude and

trueeo' oo the job,. :ubordintes wouild be encouraged to be

innovative 4nd would bN allowed to develop to their fullest

potential. fGCreqo" considers Theory-Y to be a more

realistic view ot ta4n's bAsic aAture.. TreAtiag sub.-jr.iaatas

44.a. mature aed espooaibit persoyns sbould result in the

iutordinates behivit9 ti 3 *AtuSe and rtspnsitle maamer.
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Think about Lt. Jones, the lieutenant whose day was

described in Section I. Consider Jones' treatment of Willie

Jackson, the E-2 who has requested to be excused from the

field training exercise. If Jones' beliefs were consistent

with Theory-X, he might view the request as an attezpt by a

lazy soldier to avoid doing a difficult and perhaps

stressful task. As a consequence, Jones would Frobably den)

the request and warn the soldier that he would be watching

him closely during the exercise to iake sure that the

soldier was really doing his job.

If Jones adhered to a rheory-Y philosophy, his behavior

might tne different. In this case, Jones would probably

assume that Jackson wanted to do his part in the field

training exercise but was concerned about the welfare of his

wife and unborn child. If at all possible Jones would

probably obtain permission for the joldier to be excused

from the training exercise. If this were not possible,

Jones would not threaten the soldier, but rather would

assist the soldier as much as he could in obtaining

counseling or other aid for the soldier's wife while the

soldier was gone. This aid would then allow the soldier to

focus his attention upon the field training exercise while

at the same time satisfying the soldier's need to help his

wife.

The ntsefulness of a theory is partly a function of the

degree to which it receives support from research findings.
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In line with McGregor's views, Sexton (1967) hypothesized

that (1) the degree of individual higher order need (i.e.,

achievement, affiliation, autonomy, recognition, self-

actualization) satisfaction would be inversely related with

the degree to which a worker is restricted and confined by

managerial practices and (2) that worker effectiveness

* would be inversely related to the degree of individual need

satisfaction.

Sexton found quite the opposite in that the more

restrictive and confining the job, the greater was the

satisfaction of individual needs. He explained these

findings on the basis that the imposition of restrictions in

the work environment allowed the worker to perform in a

habitual manner. This provided workers the freedom to

socialize with other workers and fulfill their higher order

needs. These findings imply that, under certain conditions,

job structure rather than total freedom is teneficial for

the fulfillment of higher order needs.

It is possible, that the principles discussed would be

more appropriately examined in research focusing upon

individuals in managerial positions. Indeed, in an earlier

study (Gerard, 1957), it was found that while workers

perform better when their jobs are structured, supervisors

perform better when allowed more freedom and autonomy.

In a sampltt of 1,685 employees, Herzberg (1968) reports

that the primary causes of job satisfaction are factors
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which relate to the fulfillment of higher order needs.

These factors included achievement, recognition, the work

* :itself, responsibility, advancement, and growth. Since each

of the factors involve the satisfaction of higher order

needs, the study may be interpreted as supportive of

McGregor's Theory-Y notion.

Some people, of course, perform best when they are

"programmed," and there are others who resist highly

structured situations. Many practical experiences suqgest

that the appropriateness of Theory-X or Theory-Y depends

upon the situational characteristics of the job and the

personality characteristics of the people involved.

i
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The Managerial Gri.

The Managerial Grid represents an approach developed by

Blake, Mouton, and Bidwell (1962) with the intention of

describing the relationships between varicus styles of

leadership in management settings. The Grid is nothing more

than a two dimensional graph with a vertical axis which

represents a manager's concern for people and a horizontal

axis which represents a manager's concern for production.

Within the Grid, five basic styles of management are

identified: "country club management", "impoverished

V management", "task management", "middle road management",

and "team management".

Country club management represents a situation in which

a manager has little or no concern for production and simply

strives to achieve a work group which has good social

harmony among the workers. The assumptions under which

management operates is that a happy worker will be a

v pLoductive worker. Blake and his associates postulate that

workers in such a system will sense a certain degree of

falseness when they perceive no relationships between bEing

treated nicely and work production. Futhermore, it is their

contention that if group conflict does occur, it is never

dealt with and, therefore, human relations gains will never

really be achieved.

At the other extreme, _task Mavae~jnt (i.e., high

P -45-
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production emphasis and low concern for peoFle) is based

upon the assumption that increased effectiveness will be

achieved when the worker is viewed as simply a "cog" in the

overall system. Wcrkers are treated like machines and their

work is planned, controlled, and directed by the manager

with little concern for personal interactions.

Blake and his associates label the case in which there

is little concern for people and low ptoduction emphasis as

impoverished ja.nagepent. It may be difficult for the reader

to believe that such manaqement would ever exist in an

orqanization. However, think about a manager who has, for a

number of r.asons, no all eqiance to the organization. This

may occur as a result of being repeatedly passed over for

promotion, given low raises, or being placed in a leadership

position which he or she dislikes. Under these conditions,

the person may adjust to the situation by giving minimal

leadership and ignoring the need for production as well as

ignoriaq the need for good human relations.

The grid theory defines the midJ Qrod ga h as a

wanaqement style which isvolves average concern for both

people and production. The basic assumption involved in

this approach is that a manager should emphasize production

but not to the extent that morale will suffer, and vice

versa. In essence, this approach is a strivirg for a *happy

medium* in addressing both the need for concern of people

and production.
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The style of team 3a•_q3_a flt involves both high concern

for production and high concern for people. This approach

is the most difficult to achieve but also the most effective

approach in problee solving situations. The manager must

integrate the inputs of each member of the wcrk group so

that planning, directing, and controlling of the production

effort represents shared responsibility on the Fart of each

member. The cohesiveness and morale Of the grouF is task-

related and it is the duty of the manager to utilize the

individual talents and motives of each team member toward

the achievement of the task-related goal. This approach

requires that the leader has a high degree of husan

relations skills in order to achieve the necessary

integration ot individual needs and prod'iction demands. The

leader must accomplish a number of tasks in crder to reach

this goal, including:

I. Allowing workers a voice in setting goals and

planlting,

2. Achieving effective integration and coordination

-4ong Peorple ic multi-unit piroduction teams,

3. Linking teams into an effective cocaunications

and problem tolviaq system.

Consistent with the abovt dems4ds made ujou the leede:,

the authorv suqqest that leadership training sbo'id include

training in huwan relations skills Wased upon data collected

iu 6ehavioral sciencncs retbeatch.. A naagesent training
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program based upon Managerial Grid theory has teen developed

and instituted despite a lack of research on the theory.

Bernardin & Alvares (1976) note this lack of research and

report data from a study wh..ch tests two predictions derived

from Managerial Grid theory. Using a sample of 129

employees of a large manufacturing company, these authors

tested the hypothesis that managers who differed in

classifying themselves according to managerial Grid

leadership styles should have different perceFtions of work-

conflict situations. Furthermore, they tested the

prediction that difterences iv effectiveness should exist

for the managers having different leadership styles. The

results of the study did not provide support for Managerial

Grid theory. However, Blake and Mouton (1976) have

responded to this study by pointing out that some of the

measurement instruments used by Bernardin and Alvares (1976)

to classify managers have been shown to be unreliable and

invalid. Furthermore, Blake and Mouton suggest that

Bernardin and Alvares's sample of managers was

unrepresentative and possibly biascd. While this may reduce

the seriousness of the disconfirming evidence found in the

Bernardin & Alvares (1976) study, Blake and Mouton (1976) do

not report any data which provide new evidence in support of

predictions made by the Managerial-Grid aFproach.

The Managerial Grid aFproach suqqests that the leader

should determine where his or her typical leadership style
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falls on the Managerial Grid, You should strive to optimize

your concern for production and people. Finally, you

should be able to change your position on the Managerial

Grid as dictated by the situation you find yourself in.

How could Lt. Jones or any other platoon leader make

use of this theory in running his or her platccn? In order

to display tgam _lanageent- Jones would need to be familiar

with his troops so that he could recognize their potential

imput toward the platoon's effort on any particular task.

While the structure of the Army would often prevent Lt.

Jones from involving other platoon members in setting

platoon goals, Jones could often include his platoon

sergeant and squad leaders in making plans on how to

accomplish these goals. For example, in planning the

details of how to increase his platoon's performance,

Managerial Grid theory would suggest that Jones include his

NCOs in the planning. Furthermore, Jones should concentrate

on integrating the work of the squad leaders and other

platoon members. The theory would suggest that Jones might

encourage those platoon members with suoerior skills to work

with and improve the performance of less skilled soldiers.

This would probably increase the commitment of the platoon

members to the platoon goals and increase the cohesiveness

of the group. Managerial Grid theory alsc stresses the

importance of displaying high consideration for

subordinates. Thus, the theory would indicate that Jones
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should make every effort possible to help soldiers such as

Willie Jackson who were experiencing personal Frobless.

As you were reading this section on the Managerial Grid

approach, perhaps you felt that more than two dimensions of

leadership are needed to adequately describe a leaderls

behavior. Many leadership theorists would agree with your

conclusi~on. The approach which follows expands the number

of leadership dimensions to be considered from two to four.



tour ?act. Theqir gjL~trbf

¶ Bovers and Seashore (1966) preseoit a review of the

different ways in which leadership has been diiensionalized.

These authors conceptualized leadership in trms of four

basic dimensions, or factors. The four dimensions arce

support, interaction tacilitation, goal emphasis, and work

facilitation. They are viewed as functions g91 Ler.d s

and are defined as follows:

SU_22ot: behavior t hat eia4ces another individual's

(subordinate) feelinq of personal worth and itFortance.

Interaction f4cilitAti n: behavior that encourages members

of the group to develop close mutually satisfying

relationships (cohesivene-4).

d "0 h empha-si: behavior that stimulates an enthusiasm for

Seeting the q9oup*s qoal or achieving excellent performance.

wgl¢• facilitgajjg: behavior that helps achieve goal

attainment by such activities as scheduling. coordinat~ing,

planning, and by providing resources such as tools.

materials, and technical knowledge.

It is proposed that these leadership functioris &ay be

•--
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t performed by not only a designated leader, tut also by the

memberts of the work group. foi . g to be e !

ths f 9ii & j9i•9§ t _bS pS=Md The model predicts that

the more these leadership functions are being performed in a

group by either leaders or members, the qreater will be the

group effectiveness. In addition, the group would function

more effectively if the leader also encourages subordinates

to display these same behaviors.

The principle of sutordinates performing leadership

functions is directly related to the situation of the

lieutenant in the U. S. Army. The lieutenant has a number

of $Cos to assist him or her in leading the platoon. To the

extent that the lieutenant can encourage the NCOs to engage

in the leadership functions described by Bowers and

Seashire, four factor theory would predict that the platoon

would perform more effectively. Lt. Jones desonstrated this

* 4 principle when he allowed Sqt. Rock and the squad leaders to

enqage in work facillitation by providing training to the

six platoon members whose performance he had judged as

inadequate.

* Data from a study of forty insurance Agencies provides

support for the tout factor theory (bowers and Seashore,

1966). It was demonstrate4 th4t the sore these leadership

fu•.tiods vete pecformed by both the superior and the work

group members, the qreatet* v5s the group satisfaction 4and

..pertor..ce.
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Schreishe~i £ Kerr (1977) have noted that data has not

been reported using each of the four leadership dimensions

separately, or for peers versus superict leadership

behaviors. Instead, global leadership scores were

determined by summing the scale score. o the (our
dimensions. In other studies, the data for superior

leadership behavior and peer leadership tehavior were

averaged together. Thus, few studies have adequately

tested Bovers F Seashore's four factor theory of leadership.

One major question which may be asked is whether the

four factors are really distinct and seFarate from each

other. Taylor (1971) investigated this question by

administeriny a questionnaire which examined the degree to

which supervisors and peers exhibited the different

behaviors uuder each zictor. Usinq workers froa a large oil

refinery, an insurance company, end a plastics producer,

Taylor wvs able to provic st&tistical suFeoLt for the

notion that the four factors were, in fact, statistically

independent and existed at both the supervisory dnd peer

levels.

Borers 1975) attempted to demonstrate the deyree to

vhich the tour factors would be We~ated tc work qroup

functioning and sdtis t-ion. and whether their

relationships would dtf.fr ,t vatious organizatiua~l leveI6

and at diffeceut types of industries. Ocewiog a A*mple of

1,683 work 4roups frog 21 orqanizatioas, bovefs touad that,
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in general, the qreater tbe support, interaction

facilitation, 4joal eephdsis, and work facilitation, the

greater the jatisfaction and the bettor the grouip

functioned, reqardless of the organizational level or type

of industry.

Other per:,ous have developed hbeories of leadership

incorporatinq dimensions of leader behavior vhicb resemble

some or all of the four leadership functions identified by

Bovers and !Ieashore. The next theory to be examined

discusses these dimensions of leader behavior.

IL
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Yukl (1971) has proposed a conceptual framework for

leadership based upor. three leader behavior dimensions. To

the familiar dimensions of Consideration and Initiatinq

Structure, YukI adds a third dimension of kehavior called

SDcisi A-sal-t latji . These three disensicns of leader

behavior are viewed as interactinq to produce subordinate

satisfaction and productivity. Yukl profoses a 4idcrepan•

model to explain the r.lationship between leader behavior

and subordinate satisfaction and a 3uje Lnk~aU model to

explain the relationship between leader behavior,

situational variables, and group productivity. Thus, Tukl's

behavioral theory of leadership views the interaction

"Ji between leadar behavior, situational variables. and

intermediate varjable.; as being important determinants of

subordinate pro~luctivity an'I satisfaction.

As us-.td by tukl, the term Decision-Cou t ral iz4 t ion

refets to the amount ot participation in decision-uaking

that the leadfi allows the tubotdinate. Thus. a leidet who

is hiqh oa thte io distrsion, ,lloas

only a vt.vy low imount ot ,ubocdinate input when mjkinq

-csaia Vlulea this dieion in th-o- vil

becjuur it ~~aL kehdavilt &ther tb~a the

;!todinate'.s 4nd btcauav it ecomia &~ variety of

I~j~Ii n 45ctlo:4A. tbiý 00Dit&On-
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Centralization dimension is independent of Initiating

Structure and moderately related to Consideration.

Yukl employs a discrepancy _odej to explain the

relationship between the three leadership dimensions and the

subordinate's satisfaction with the leader. TIe discrepancy

model states that satisfe.ction with the leader will be a

function of the differencc between the subordinate's

preferences and actual. experience. Thus, the greater the

discrepancy bet en the subordinate's preferences and

experiencej the greater will be the subordinate's

dissatisfaction with the leader. According to the

behavioral theory of leadership, subordinate satisfaction

with a leader will be a function of the discrepancy between

the individual's preferences for Consideration, Initiating

Structure, and Decision-Centralization, and the amount of

each of these dimensions that the subordinate perceives in

the leader.

Yukl contends that an individual's preference for each

of the three dimensions of leader behavior is determined by

both the personality o0 the subordinate and situational

"variables, such as the importance of a particular decision

to the subordinate. Thus, satisfaction with the leader

will vary from subordinate to subordinate since satisfaction

depends upon individual preference levels for each of the

behavioral dimensions and the relative importance of each of

the dimensions to the subordinate.
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As previously noted, the preference level and

importance placed upon each of the leader behavior

dimensions is a function of the subordinate's personality

and the situational context. In general, Yukl notes that

subordinates prefer a leader who is high in Consideration

and that individual preferences for Initiating Structure are

influenced by the degree to which the subordinate is

committed to qroup goals and the Georee of structuring

judged necessary for goal attainment. However, the

determination of the importance and preference level of
Decision-Centralization is more complex. A major

situational determinant of this dimension is the importance

of the particular decision for the subordinate. Thus, for

decisions with high person4 l consequence, the subordinate

may" be expected to p.eter participation in the decision-

making process. For decisions that have little personal

consequence, the subordinate may be expected to prefer non-

involvement.

1£ While a discrepancy model is postulated to explain

subordinate satisfaction with the leader, Yukl's behavioral

theory makes use of a mul±ti~le-Ijakae _model to explain the

relationship between the three leader behavior dimensions

and group performance. This model suggests that three

variables modify the relationship between the three leader

behavior dimensions and group performance. These three

variables are the subordi_,B#'1s jotvatlo.o Ig pqrf_• L
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ta~s, th ta.A-soLe 2".4ijAtiofl, atad subordinate's

skill jeve!E. Figure 2-1 illustrates the relationship

between the three variables, leader behavior, and group

performance.

Yukl sugqe.ts that Consideration, Initiating Structure,

and subordinate motivation all interact to determine

subordinate performance. Yukl contends that when a leader

is high on Consideration and Initiating Structure,

subordinate task motivation will also be high. At low

levels of Initiating Structure, however, Yukl postulates a U

-shaped function between subordinate task motivation and

Consideration. Thus, a leader who is either tco friendly or

too punitive will be detrimental to subordinate motivation.

Yukl hypothesizes that the Decision-Centralization

dimension is negatively related to subordinate task

motivation. That is, task motivation increases with

subordinate participation in the decision-making process.

This relationship is especially true when the decisions are

relevant to subordinates' tasks, when leader-subordinate

relations are favorable, and when subordinates perceive

their participation to be needed because of their unique and

valued abilities.

An importunt element in Yukl's multiple-linkage model

is task-role orgau..zation. .sk-_E oteQ2___aitio._q refers to

how well the skills of the subordinates are utilized in

performing the group's formal tasks. The leader must

• -58-
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integrate workers so that their skill resources are

optimized. It is Yukl's position that task-role

organization accounts fo• any variability in group

i!i productivity that cannot be attributed t¢ subordinate

•.. motivation, subordinate ability, or to productionii ,
variablessuch as variations in materials or equipment.

SFinally, the multiple-linkage model of behavioral

• theory assumes that Initiating Structure will interact with

D ecision-Ce n t ra i iz at ion i n de term in i n g task- re le

• organization. The major determinant of this interaction

will be the extent to which the leader and subordinates

• possess organizational skills and technical knowledge. The

•:: decision of ho• much structure a group should be given •nd

•..
•. how much subordinate participation should be alloed will

certainly depend upon how capable each subordinate is

relative to th• leader and the other grou• memb£rs.

The model proposed by Yukl suggests that in order to

obtain the maximum performance from a group of subordinates

and also maintain the subordinates' satisfaction, Lt. Jones,

o£ any other platoon leader, must consider many different

variables and the way thes• variables in teL-act. For

example, consider the performance of Platoon • in the field

exercise discussed in the description of tt. Jones' day.

During the exercise, the platoon members may petter01 a

j number of task• ran•ing from digging fox holes to attacking

an enemy tank. while digging the fox holes, Flatoon members

i.
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would probably not expect to be closely supervised but may

look to Lt. Jones for a qreat deal of guidance and structure

when.-prepazing to attack an enemy tank. If Lt. Jones tried

to tell each soldier exactly how to dig his fox hole but did

not provide any guidance as to how the soldiers should

attack the enemy tank, this would be discrepant from the

soldiers' expectations and lead to dissatisfaction in the

platoon.

Yukl also suggests that Lt. Jones should recognize that

variables such as the subordinates' motivation and the

subordinates' task skills will influence his ability to lead

the platoon and increase platoon performance. The

description of Lt. Jones' behavior given in Section I

suggests that he is aware of this fact, since he recognized

that the platoon's performance might suffer because private

Jackson's personal problems might interfere with his

motivation to perform well during the training exercise.

Further evidence of Lt. Jones' awareness of variables

affecting the platoon's performance can be seen in his

attempts to improve the skills of the platocn members who

performed poorly during firearms practice.

Yukl(1971) cites a number of studies conducted prior to

the development of the behavioral theory of leadership as

being supportive of his theory. However, no study has yet

been conducted as a direct empirical test of Yukl's

multiple-linkage model of group performance. while Yukl's
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theory recognizes that situatiunal variables affect the

leadership process, the main emphasis of the theory is on

the leader's behavior.
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Bases Of 92wer in 12aderskjj2

When we think of a leader, we usually attribute power

to that individual. Have you ever really thought of what

"power" means or how it is derived? For example, take a

look at a college professor. What kind of power does he

have? Some students may argue that a college Ercfessor does

not have any power at all. Others will argue that as a

determiner of the requirements necessary for students'

grades, the professor possesses a great deal cf power.

The fact that there are two different opinions as to

whether the professor has power points out that "power" is

based upon a social relationship between the professor and

the student. In general, this view of the bases of power

has been the focal point for scientists interested in the

role of power in leadership. In the present section, we

will examine one such approach. French and Raven (1959)

presented five bases of social power which are available to

a leader. These five types of power are defined below.

ElU ewe.w is based upon the subordinates'

perceptions that the leader controls rewards which they

value, and will administer these rewards as the leader has

promised. The greater the frequency of fulfilling these

promises, the greater the strength of the reward power. To

obtain these rewards, the subordinate must accept the

leader's attempts to exert influence.
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The subordinate experienc:es the power of the leader as

a set of commands that must be followed in order to achieve

A a desired reward. Vhen a lieiztenant in the Army is given a

list of duties to perform, he or she may carry out these

duties because of the expectation that obeying orders will

lead to promotion. The captain who assigned the duties to

the lieutenant, may perceive that the lieutenant respects

the captain as a leader because the lieutenant follows the

captain's orders. In actuality, the lieutenant may have

little respect for the captain, rather, the lieutenant has

performed the assigned duties with the intention of being

rewarded. The above situation illustrates a problem which

may arise in using reward power. The subordinates may allov

the leader to feel that he or she has exerted lasting

influence when, in fact, the subordinates are interested

only in the rewards and are not truly influenced. This may

lead to subordinates performinq at a minimum acceptable

level only to gain the rewards that the leader controls.

Coercive n.yjei is based upon the subordinate's belief

that the leader can deliver punishment if the subordinate

does not conform to the leader's demands. The problem with

using coercive power is that the subordinates say work in a

state of fear.

The fact that subordinates may be working in such a

state helps clarify the difference between coercive power

and reward pover. While reward power promotes a positive
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relationship because the subordinate anticipates receiving a

reward, coercive power promotes a negative relationship

because dhe subordinate will attempt to avoid Funishment.

Coercive power might be used, for example, when a

private in the Army is uncooperative durinq drill exercises.

The private could be ordered to be cooFerative by a

lieutenant's command of, "If you don't 'qet-with-it'

pri'ate, you'll be pulling KP duty for the next two weeks."

If the private actually believes that the lieutenant intends

to behave accordingly, the Frivate's behavior may change.

As a result, the private would allow himself to be

influenced, as an alternativt: to being punished.

Coercive power is a form of influence that may be

effective but will not benefit the leader-subordinate

relationship. A subordinate that is being coerced may

become dissatisfied with his or her job, wisb to quit the

job, or eveA attempt to interfere with the completion of

organizational goals.

A study which compared the effects of coercive and

reward pover oun the cooperativeness of the 1utordinates with

the leader vas conducted by Zipf (1960). It was found that

the leaders who used coercive power had less cooperative

subordinates than leaders who utilized reward povor. Hence,

one of the consequences of using coercive jcwer is that

subordinates may become resistant to cooperation with the

leader.
A
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L"gitima Ryj may be categorized in three different

ways. First, leqitimate power may exist because the

deleqation of power to a certain position is an important

element of a particular culture. The culture of the U.S.

Army is such that pover is assumed to reside at certain

ranks. In this manner, the Army is expressing legitimate

power. A lieutenant has legitimate power to influence a

subordinate's behavior simply because that pover has been

accepted as part of military culture.

Another situatioa of legitimate power is when the

subordinate accepts the social structure of an organization

which involves hierarchy of authotity. Under these

conditions, the subordinate believes that the orqanizatLonal

structure is reasonable, and therefore, acce~ts the power

appropriate to officers in the organization. A military

example of this form of legitimate power is when a private

accepts the authority of the lieutenant because that

authority is believed to be a function of the superior

office held by the lieutenant.

The third basis for leqititate power is when the

"subordinate accepts the authority of a person because that

&authority has been delegated by a superior that the

uubordinate has previously accepted as leqitiazte. This say

occur as a private accepts the power attributed to a nov

lieutenant simply because the ccepany commander has

detersmued that the lieutenant ha% that power.
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iefere.t n pgw is based on the degree to vhich the

subordinate identifies with the lcader. The stronger the

attraction and identification that the subordinate feels

toward the leader an:d the leader's belief system, the

stronger will be the roferent power. Referent pover is

based solely on the subordinate's positive association and

relationship with the leader, and therefore, is independent

of the use of rewards or punishment. The influence that a

leader has with referent power may not be noticed by those

under its influence. The subordinate simply likes and wants

to be liked by the leader. OP this basis, the subordinate

complies with the orders of the leader. Note that this does

not mean that the leader is taking advantage of the

subordinate, rather only that the leader has this type of

influence over" the subordinate. To *take advantage" of this

leade--aembeL relationship would destroy a referent base of

power once the subordinate realized the leade-0s intentions.

Referent power may be the best focm of influence because it

does not create any inherent problems or after-eftecos. In

ths case, whea the subordinate accepts the leader's

authority, it i% because the subordinate identifies with and

like!e tbc leader.

Zander and Curtis (1162), compared the use of the

tefurent bW e of power to use of the coetcive b•se of powe'.

In this study, it vws found that the ust of tetereut powoer

t~eulted in a jrpater inewa-se in work Itoup portocsauce
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than the use of the coercive power. This finding sugients

that increases of work performance are wore easily obtained

when a reftrent base of power, rather titan a coercive base

of power, is employed.

An exaple of referent power would be when a private in

the Army may have had difficulties in following orders under

several differeut lieutenants. A new lieutenant takes

command of the platoon and happens to be a leader whom the

private really likes. The private agrees with the way in

which the new lieutenant orqanizes the Flatcca activities,

distributes authority, and makes decisions. Under the

command of this lieutenant, the private enjoys obeying

orders, not event being aware ot the influence the new

lieutenant has on his.

Expect Uoe is based upon the subordinat5es belief

that the leader has special knowledge or necessary

iusforatiou about the task to be VeLforsed. The subordinate

will probdbly baze his judgment of the leader's expertis.e on

the aubordinatels ovn knowledge and on so" coemon standard.

!The sutordifnte follows tho d4iections given ty the leader

because the leader knows the correct action or solution.

Thi4 base of pover is very evident in the military whe*

Speasoans rely an their superiors to direct the* throiugh

potentially danqerOds situations.

Privates entC*,riAY basic triainnq ay 4 and %heisolve*

under the i£luenc.e of k'aport PoVeC in Saul situations. O0e
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such instance vould be when the privates are exposed to

military woaponj for the first tin,?. There vill be an

instructo" with a complete knowledqe of the weapons to

instruct the privates. The privates will Frobably accept

whatever advice is qivea by the instructor.

The subordiuates' belief that the leader has expert

pover for a particular task is in Fart a function of how

well the leader has succeeded in the past in performing that

particuiar task. Croner and Willis (1961) shoved that

success at a task increases the peLson's ability to exert

influence (expert powet) on ctheus for that task. Hence, if

a leader is to rely on the expert power, then the

subordinates should have prior knowledge that the leader can

perform that task successfully.

Two points should be emphasized about these bases of

pover. First, all are a function of the subordinates'

perceptions. This implies that a leader must determine how

he or she is perc.-ived by the subordinates. The leader must

also t@ aware that different individuals perceive the leader

4diMerently, And these perceptions chan-4e in various

situations. Thi4 le4ads to a second ioplication: a leaderfs

relatioashiýs with various subordinates say isclude several

basies of po•et. for each of the &bogdioates toe baSýts of

Spove: say ch-*fq over" ti.e .nd over ,ittzr*O% work

A final study vhich ctasiaed all five ,.asws of power
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-A vias conducted in a manufacturing firm by Student (1968). In

this study, each of twelve work group leaders were rated by

their subordinates on the extent to which the leader

displajed each of the five bascs of power. These ratings of

leader influence were correlated witi several organizational

. indices of effectiveness such as accident rate, absence

rate, and quanitity and quality of production. The major

findings of Student's research include the following.

First, legitimate Fower was perceived by subordinates as the

most important base of influence possessed by a leader.

iHowever, it was not found to be related to any of the

indices of organizational effectiveness. A possible

explanation for tlis finding is that the work group leaders

in the study di. ,,)t differ significantly in the degree to

which they possessed lecitimas-e power. This possibility

would preclude the demonstration of a Yiiable relationship

between legitimate power and the indices cf work group

e effect iveness.

Second, perception of the leader's expert power was

related to lower accident rates, lower absence rates, and

hiqher production quality. A reasonable explanation fcr

thi, findit- is Lhat a leader who possesses high levels of

technical competence (expert power) will provide the

supervision that would be necessary to avoid accidents and

maintain high quality production.

Third, reward power was related to lover average hourly
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earnings of the work group. This finding suggests that if

something (e.g., hourly earni:,gs) is to function as a

reward, it must be a relatively scarce commodity.

Fourth, the use of referent power resulted in better

production quality, less work material waste, and a greater

number of sugqesticns made by the work group.

The use of coercive power, on, the other hand, was

related to lower maintenance costs and alsc to a greater

number of suggestions from subordinates. It is important to

note that coercive power was not related to production

quality. These studies provide support for the contention

that use of each of the five bases of power will have

different consequences for the leader. Furthermore, based

on these studies, the most desirable forms of leader

influence appear to be referent and expert power.

Leaders differ in the extent to which they develop

various bases of social power. One factor which may

influence this development is the leader's desire to control

other people, activities, and property. The next section

will allow the reader to examine ,,powr" fr:- anouter

piýLp•.FPectlve; i.e., the need, or desire, for power which may

exist within a leader.

-
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Power and Lteadeshi.

McClelland (1975) has proposed a theory of leadership

which is based upon the assumption that individuals have a

need fo• power (a -Power). He distinquishes between two

basic power motives which he labels ers:EA.1 power (.R

-power) and socialied (s -power). The personal power

motive is considered to be a pLimitive expression of power

and is characterized by attempts to exert personal dominance

and "win out" over adversaries. Socialized power, on the

other hand, is a more disciplined or controlled expression

of power which is used for the benefit of others. It hes

been reported (McCielland, Davis, Kalin & Wanner, 1972) that

individuals scoring higher on measures of s -power show a

tendency to become organizational leaders.

McClelland proposes that the effective leader is one

who displays three types of behavior in interacting with

subordinates. First, the leader presents or proposes a set

OL aoalq -'hich azt likeiy to be judged desirable by the

subo, iinates. Second, the leader must provide or clarify

the means by which subordinates can obtain or achieve these

goals. Finally, and most importantly, the leader must make

subordinates feel strong and powerful, by allowing them to

participate in goal planning and enhancing a high degree of

personal involvement. McClelland rejects the view that a

strong leader is one who influences followers by making
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then subservient and submissive, He proFoses that an

effectie leader is one who instills or shares power with

subordinates. The concept of sharing power with

subordinates is consistent with Bowers and Seashore's notion

that leadership functions should be carried out by group

members as well as the leader.

!McClelland also suggests that situational factors are

important to consider in the study of leadership. He

suggests that whether leaders are effective or ineffective

depends upon the appropriateness of their power motivation

to the leadership situation. In combat, a leader who has

high p -power may be very effective because that leader

instills subordinates with feelings of strength and

confidence. In a business setting, a leader with moderately

high s -power may be more effective because of a greater

demand by subordinates for participative decision-making.

McClelland does not view n -Power as a genetic or

unaltprahiz piibua&iity trait. On the contrary, he argues

that one can psychologically re-educate adults in their need

for power.. McClelland, Rhinesmith, and Kristensen (1975)

report that the s -power motive and, consequently effective

leadership, can be developed in individuals as a result of

leadership training programs. A training program was

developed to increase the power motivation of 167 community

action agency staff members. The trainees were given a

program which was specifically designed to recognize the two
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types of power and to use socialized power effectively. The

instruction included the following illustrations

demonstrating the manner in which socialized power needs

lead to achievement of organizational goals, (McClelland,

Rhineswith, and Kristensen, 1975, p. 96):

Making others feel strong

Building trust relationships, since you are

working not against each other but with each other

for shared goals

Cooperating rather than competing

Confronting and resolving conflicts and

difficulties rather than denying them

Planning your personal goals and the steps needed

to reach them

41 Stimulating others to proactive, strong action

rather than passivity

Assessing your own strengths and weaknesses in

these areas so that you can take steps to improve

(p. 96).

The behavior of these individuals was evaluated six

months after receiving power training. Sixty-six percent

showed improvement as a consequence of training.

The theories reviewed up to this point have focused on

various dimensions of leader behavior. You may have noticed

that both McClellauid's theory of power and Yukl's behavioral

theory of leadership recognize that situational variables
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influence leadership effectiveness. The next two theories

which will be considered emphasize particular situational

variables which may influence the leader-subordinate

relationship.

We shall now turn to a contingency model of leadership.

tMany researchers and practitioners have emphasized that no

particular leader styl or decision- making process is

legitimate for every leadership situation. Rather, some

industrial jobs as well as military situations demand

directive or autocratic leadership, while others require

participative or democratic leadership. Cent inaency theoru

represents an attempt to match situatious with appropriate

leader style.
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Contingency odel _of Leadership Ifecfl. _weess

The first and most widely researched contingency theory

was developed by Fiedler (1964). In a major step toward

recognizing the importance of situational variables in

affecting leader effectiveness, Fiedler's model assumes that

group effectiveness depends, or is £ont±n.9§t, upon two

factors: the pers'uality of the leader and the favorableness

of the situation for the leader. The latter variable is

defined in terms of whether the group situation allows a

leader the power and influence needed to control the group.

The per.snali:U 21 the lead r is categorized as either

task-oriented or relationship-oriented. If a leader is

task-oviented, the primary motive of the leader is to

accomplish the group task. If, on the other hand, the

leader is relationship-oriented, he or she is motivated by a

desire to relate to others. This particular individual

seeks to be admired and recognized by others and to achieve

strong emotional and aftective relationshais with others.

Fiedler (1964, 1974) further assumes that these two types of

leaders will be motivated toward the same goals only if

their primary motives have been fulfilled; i.e., a task-

oriented leader will be motivated toward good interpersonal

relations only after the accomplishment of the task is no

longer in jeopardy.

The motivational orientation of the leader is measured
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by asking the leader to describe the individual with whom he

Or i-.'. wouid experience the most difficulty in working. The

leader describes this individual using the Least Preferred

Coworker (LPC) scale. A hiqh score (greater positive

descriptions) on the LPC scale has been found to be

indicative of leaders who are relationship-criented, whereas

a low score (greater negative descriptions) on the LPC scale

tends to be given by leaders who are task-oriented.

The factor of situational favorableness is measured by

three variables: (1) leader-membei relations; (2) task

structure; and (3) position power. These three factors

Lelate to the degree of control which the leader may have

over the group. Leaders who are trusted and accepted by the

group would find it easier to control their subordinates.

Furthermore. leaders who deal with tasks which are clearly

defined, will be at a control advantage. Finally, the

degree to which a leader is able to reward and punish

subordinates, further determines his or her degree of

control and influence. Of the three variables, Fiedler

(1974) states that leader-member relations are, by far, the

most important. ka essence, it would be most unusual for a

leader who is not accepted by a group to be able to

communicate task related information to that group.

The degree to which A leader is effective depends upon

the interaction of the leader (LPC level) with the degree of

situational favorableness. A very favorat'le situation
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exists when leader-membet relations are good, the task is

st~uctur~, ~iid tz ladcr hauS hii 41 ~ ti 1-J,

unfavorable situation is one in which relaticns are poor,

the task is unstructured, and the leader has low position

power. Moderate situations fall in between these extremes.

The manner in which situational favorability interacts with

the leader's LPC personality dimension to determine whether

a task-oriented or relationship-oriented leader will he

effective in a particular work situation is less obvious.
Fiedler (1967, 1974) has shown that task-oriented (Uow LPC)

leaders perform most effectively under extreme conditions,

i.e., when leader-member relations, position power, and task

structure are all either high or low. In the moderate

conditions in which at least one of the three factors is

different from the others, Fiedler has stated that the

relationship-oriented (high LPC) leader is most effective.

Fiedler argues that _th12 q.st eectivLe jfakce rom A

y21t g~ro R can be ej~ected whep !b ltmk is. uatLched to the

prtjViitr al !;I. c erlstics 2 th&e organizationjj

One of the assumptions in Fiedler's model is that

leaders are fixed in their motivational orientations (LPC

level) and that to charn;e this. would require extensive

training or therapy. This position is not held by other

theorists such as McClelldad (1975) or Vroom (19 7 6a) who

contend that man is flexitle and can adjust to the
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peculiarities of the Itadership situation. Inasmuch as

Fiedler requires a match between the leader and the

situation, the only alternative for leaders in an

organization such as the U.S. Army would be to change the

nature of the operational setting; i.e., to manipulate the

Particular situational varibles so that they match the

personality of the Army leader.

-J

A
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The fPjit-§jOjj ThROLU 2f Iadershil

Since the original 1ath-goal hypothesis was offered by

Georgopoulos, Mahoney and Jones (1957), the idea that

persons will follow the "path" of behavior that maximizes

their attainment of a goal 'as received considerable

F. modification. The most recent version of the path-goal

approach (House, 1971; House C Dessler, 1974) is primarily

concerned with the manner in which leader behavior affects

subordinate motivation.

The role of the leader is one of aiding, guiding,

helpinq, and providing the subordinate with support and

rewards that could not otherwise be obtained from the work

environment. The function of a leader is to make "paths"

easier to follow and the goals easier to cbtain.

Before pioceeding further, let us consider some basic

aspects of "path-goal" theory. First, a Uda is duflned as

that which a subordinate dt'sires. ExonFles of a

subordinate's goals include pay, job security, self-esteem,

and fulfillment ot personal qoal:. Second, a path is thie

means by which the subotdinatV may fulfill his or her

personal qoals. Examples of jhj are extra effoLt on the

lob, education, and Pstablisbing friendships with co-

workers. The third aspect of path-qoal theory is that the

(path to the •!jg may be b~ek d, thus inhibiting the person

from achievinq hif. or her goal. It is the responsibility of
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the leader to intervene so that "paths" are made clearer and

* easier to follow, expectancies are clarified, and barriers

are removed. Examples of blocking factors might include

ambiquous tasks, in extraordittarily Jiffictzlt job, or poor

relations in the work group with pers or superiors.

According to path-goal theory, the leader needs to

evaluate the personal goals of the subordinates. In

addition, the leader must know what paths are available for

the subordinate to follow in crder to achieve these goals.

To be a effectiv._ leader, the path followed by a

subordinate mapst accomplish organizational goals as well as

the personal goals of the subordinate. Consider an enlisted

soldier fE-4) who has as a personal qoal promotion to an E-5

NCO. Suppose that the individual needs extra technical

training to qualify for this Fromotion. The lieutenant may

clarify the E-4's path to his or her goal by specifying how

the 9-4 can apply for the training.

lHouse and Dtfsler (1974) state that the degree to which

a leader is able to enhance a subordinate's motivation

depends upon the situational context. The two classes of

situdtional variables which thcze authors assert to be

important are *the characteristics of subordinates and the

euvironmental Fresures 4nd demands the subcrdinates must

cope with to accomplish work goAls and satisfy their own

needs, (p. 31).

The cha4rcteristics of the subordinates are imtortant
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determiners of the degree to which leader behavior is

considered acceptable. These subordinate characteristics

"will also influence the effect of leader behavior upon the

present and future satisfaction of subordinates. It would

be expected that subordinates who have high needs for social

interaction and affiliation would prefer Leaders who foster

a qreat deal of social exchaege among the qroup members.

Likewise, a .:ubordinate who is very task-oriipertd and not

interested in ,oci.tl relati3nships would prefer a lp•der be-

is specifLcai -y ,)r,ented toward clarifying the "paths" or

behavior!. tiat are necessary to accomplish a task.

In 4ddition to the 4bove, House and Dessler suqqest

that the subordinates' perception of their own abilities is

an important determiner cf the acceptability of a leader.

A subordinate who believes that he or she has outstandkng

abilities will resist leaders who orcvide a great deil of

direction. Or- tht other hand, a subordinate who is not very

confident will dveirv a leader who pcovides a qreat deal of

structure.

The %uvironeetta pteisures and demands" which the

-suordiuates must Couf oC.t 4re those asjeCts of the

.evironment which are not controllable by the gubordiaa4te.

As a source of pressure, the nat.ure of the work task

interacts with the characteristics of both leader and

subordihate. For instatce, if the task it; dst~ietful to

the suboidinate And the loader keeps cl,,e control and
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emphasizes completion of work schedule deadlines, the

subordinate will most likely be dissati-rsýt!d and resistant

to subsequent demands. Where the task is clieaL and routine,

"attempts by the lead*.r to provide direction could also be

viewed as punitive.

.This theory has important implications for a leader in

the U.S. Aray. The leader should be aware of the

subordinates' needs and abilities, and whether the work

settinq will provide the opportunity for satiefation4.14

'hese needs. Furthermore, leaders should be aware of

whether their behavior is appropriat& fcr the personal

characteristics of the subordinate and the configuration of

etuviroauentdl demands which impinge upon the subordinate.

As a platoon leader, the 2nd lieutenant's duties

reseable those of a basketball coach. Like a coach, the

lieutenant oust be able to integrate a group cf individuals

iho have various needs dad abilities and whc will rospond

d•fferentit to directions. It is the leader that is able to

recognize these differences and respond accordingly vho will

owe most %ucct;sful, *hether it be v vell toerated work

qroup that complishes its go04s o0% a well integrated

basketball teas 'that vins basketball ga&,-s.

The tvo contingency theories of lead rship which oete

reviewed retltet a fe-e complox con ,•-uallzatton -

leadership than thAt underlyinq the p&evlous t&c•rio s. Mhe

theori$s which follow reflect An even *or* cceples view of
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the leadership process. The next four approaches to

leadership all deal with leader-subordinate relationships in

the context of organizational Frocesses.
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Social g.xchda e Theor

The social exchange approach to the study of leadership

(Hollander, 1978; Jacobs, 1974) is a view of leader-

subordinate interactions which is based upon the exchange of

benefits between the leader and subordinates. Each party

gives something (cost) and in return receives something

(benefit) from the relationship. It is assumed that -kch

party will also assess the equity of benefits relative to

the incurred costs of each interaction. Hence, we can think

of this theory as involving a personal cost-benefit

analysis.

When a leader is elected by the group or emerges from

the group, it is likely that the lcader is esteemed aod

valued by the qroup. Furthermore, thIe leqitimacy nf such a

leader is derived from the extent to which he or she is

accorded authority by the group. The benefits accrued by

the elected leader are likely to be increased itatus, estecm

and a greater degree of iniluence. In return for their

expended effort (cost), the subordinates say place greater

desands (benefit) on their leader.

lu situations in vhich the leader is formally appointed

by an outside (of the group) source such as the formal

organization, the ditect social exchange between le4der and

subordinate is not as clear. fwing appointed by an outside

source, a formal leader probably mould &_j be esteemed to
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the same extent as an elected leader. for instance, the use

of praise as a benefit to subordinates who exert extra

effort in an assigned task could be viewed by the

subordinate as false flattery and simply a refle'tion of the

"company line". How would an appointed leader derive

esteem? Probably through repeated demcastrations of

consideration for subordinates and also evidence of

techn~ical expertise that facilitates accomplishment of group

goal.s.

It has been suggested (Jacobs, 1974) that social

exchange principles alst, oFerate in leader-subordinate

transactions within formal organizations such as the U.S.

Army. obviously, an arpointed leader, such as a 2nd

lieutenant, does not have much flexibility to significantly

modify assigned missions. It is paramount, therefore, that

the lieutenant be able to influence the p~latccn to operate

in a manner which is favorable to the overall mission of the

company.

The leader oust be able to influence decisions which

the subordisnate makes when COmFaziug his or her Fosition to

that of other sabordinat.ts and to the organization as a

4 whole. mTh leader should be aware that the subordinAt4c'

sense of equity often depends upon a cosacaistn of th

benefits and costs ot other Subordinates Vho are alao

iavolve4 it an exch-ange with the leade~r. A young enli~sted

soldiet vay claim that the amount of extra time spent in



preparing a motor pool for inspection is not justified in

relation to the amount of recognition or Fraise which will

be derived from the completion of these duties.

Furthermore, that soldier may also feel that cther members

of the platoon who are not "pullIng their share" of the

assigned tasks vwil receive that same amount of recognition.

it is the responsibility of the leader to communicate the

justification of the cost/benefit ratios to the satisfaction

of the involved subordinates. The success of such a

communication would depend upon the leader's ability to

demonstrate sensitivity to the needs and exFectations of

each of the subordinates.

Jacobs (1974) distinguishes between the concopts of

leadership, power, and authority. j Qer is defined as "the

capacity Lo deprive another of needed satisfaction or

benefits, or to inflict 'costs' on him for noncompliance
with the influence attempt- (p. 230). khqjjy on the

other hand, is viewed as a property of the relationships

between positions in an orqanization. Authority exists as a

tesult of *consensually validated role expectations for the

position incumbents involved" (p. 231). That is* both

parties of the vorkinq relationship agree on what role each

is expectod to fulfill in achieving the cryanizational

qoals. In many formal orqanitatioaa, particularly the U.S.

army, a leadert's 4thority is cloary defined by a set of

rules or codes to vhichb ll members of the orgAuization
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aqree to adhere. _Llde.esh1p is considered as "an

interaction between persons in which one presents

information of a sort and in such a manner that the other

becomes convinced that his outcomes (benefits/costs ratio)

will be improved if he behn-es in the manner suggvsted or

desired" (p. 232).

Jacobs views leadership as the most difficult of the

three processes to define and notes that an effective leader

must have good communication skills and should be able to

influence subordinates without sole reliance upon eithez

power or authority. The overuse of either power or

authority as a means of influence will lead to increased

resistance aionq subordinates and a decrease in qroup

effectiveness. Thus, Jacobs recomaends that leadership

traininq should concentrate upon improving a leader's

communication and social exch.nqe skills so as to reduce

the need for intluenct based upon power o: authority.

whil., Jacobs hds interpreted his theory as beiuiq consistent

with past rw sea rch, t.here is no empirical evidence

available which directly t.sts specitic predictious derivea

from his theory.
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The most common approach for studying the leadership

process has been to examine the relationshiF between the

leader and the group as a whole. The validity of this

approach depends upon two key assumptions. First, it must

be assumed that members of a work group are sufficiently

similar on relevant dimensions so that the focus of

attention can be the work group itself, rather than

individual members of the group. The second key assumption

of the traditional approach is that the leader interacts

with each of the individual qroup members in exactly the

same way. This approach assumes that any variation between

group members' perceptions of leader behavicr is due to

"error" in the investiqators' measurement of the membttrs'

I ii perceptions.

Graen, Dannere4u, and Minami (1972) . offerial an

altezna-ive approach to the study of leadership, sulgest

that the variation in group members' perceptions of leader

* - ehavior may not be duo to measurement error, but rather

results from unuiue individual leadcr-membex intetdctions.

in other words, iudividual group mombers perceive the Ioader

diffeoently 4e*ause the leader does, -i~teract with
iaeh it his or her subordinates diffvrently. This approac

Sha been termed the UVn-ic . . (mode) * l of

ledder-bip 4nd toKoquizes that the assu•ptioas oa the
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traditional approach may not hold (i.e., all individuals in

the group are not the "same" and the leader interacts with

each group member in a unlq,1e manner). The VCL model makes

the following assumptions about leader-member interactions

(Dansereau, '.ashman. and Graen, 1971 p. 187-188):

("j The behavior of a leader towards a subordinate

depends upon the relationship of that particular subordinate

and the leader.

"(2) That diffe.rent group members will respond quite

difierently to the same leater behavior.

If you think of some past leadership experience that

you have had, such as in student goveznoent, 8CTC duties, or

on the athletic field, you will probably realize that you

interacted with each of your subordinates in a different and

unique manner. flis is, in fact, to be expected since a

good leader is responsive to the different needs and

abilities of each of the qroup members. In looking back

upon yocr past experience as a leader, you will probably

also realize that if yov had the opportunity t3 address the

group as a whole, it was only to convey qoneral information

that was not ot a 1-ersonal nature.

The VDL a4proach focuses upon each member of the

leadec-t•utordiaato dyad. Ot special interest, theoefore, in

the nature of the vertical eichanqýt that takes place between

the leader an4 subordinate. The development of this

vertical exchaaqe, or' lea*1er-sotordisate vorkiuq
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relationship, has been suggested (Vansereau, Graen, and

flaqa,1975) as taking one of two qeneral forms: UJU1211hie

or superyisio. A eaf. a •is based upon the

.. nterpersonal exchanqe between a leader and subordinate and

not on reliance upon formal authority. ibis type of

relationship is characterized by mutual trust, job latitude

negotiation, greater subordinate job responsitility, and job

freedom. The leader feels that the subordinate is capable

of success on the job and therefore, behaves ,.n a

consultative manner vith the subordinate. As the

subordinate demonstrates acceptable work performance, the

leader reciprocatei by allowing the subordinate more

responsibility and autonomy. This additional latitude

produces more trust by the scbordinate and results i• a

better working relationship with the leader.

Conver sel , a Liveinixu iuek s

characterized by the use of formdl orqanizatica*1 authority

in the wertical txcbanqt5 that take place betwe~en a leader

and subordinate. In ordet to cemain emaloy1d, the

gub-#rdiaate tollows the rules and requlatious set forth by

,he orqani.atiou coneurntoig his paositicu. In the

supervisory relatioashit, the leader feels that the

subarditates eke unable to qet the jot done without cloue

siapervision. As a result, th4 1e0d4r structurVs th(O job so

that the Coto of each subordinate i; made clear. IV. return

ftot :atistactory work p$tformAneo, tho leadet rewAtd the
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subordinate vith formal oryanizational revards,such as pay

and promotions.

The YBL approach to leadership views these leader-

suvordinate dyadic relationshiis as dynamic. furthermore,

the VDL model posits that for new or~anizationa1 sembers,

the euerqinq leader-sisbordinate vertical exchanges wtJl

develop into either leaderzship or supervisory relationsbips

as a functioa of certain other factors, such as subordinate

ability and personality. In fact, Dansereau, Graen, and

flfaa(i975) su';qest that the most itportant factor in

determining the nature of the Icader-suboLdinate

relationship is the amount of negotiating latitude afforde4

the subordiaiatts in definingq the~ir work roles. The concept

Gf negotiating lttitude i,; based upon the extent that the

subordinate is able to po~ticipate in the definition and

4 ~execution~ of group and iodividuAl work relatcA mattecs. The

greater the neqotidtincj Latitude qiveni the subCrdindte. the

mote likely it is that tbc- Itder-subordinate relationship

ia oue cii4rdectrize4 by ýeadershir z ihr than supervi~.ion.

The reltvvauee of the~ VCL aodel to the leAderahip

behavior of the newly commssicsoned lieutta4et day Zeam

obtjtouf. As A £ilatuon loaa~et theo ljeutenant will develop

difte~cant typus of leadtcrahip C01tiOC~hipS Vith itCt

lAt~OO Seabeozs. for elamidin. the' 14eutonan'k 04Y have tirealt

rL ct for on" Of h!S Sq~uad lQadVC1 tw*ChfiCAl COSpetecee

and trust thi.- pv"Ons 4bility to 1#4d his at bet squad.



With this squad leader, the lieutenant is likely to develop

a leadership relationship and alloy the squad lee!er a great

deal of freedom in leading his oL her squad. This type of

relationship will grobably last as long as the squad peiorms

veil.

In contrast, consider the situation faced by Lt. Jones

as described in Section I. Lt. Jones has a squad leader who

seems to be having problems. If the squad leader canDot

handle his or her troops or if Lt. Jones does not trust the

souad leader's technical competence•, then a supervisory

relationship may evolve between Lt. Jones and the squad

leader. Under these circumstances, Wolles may closely

supervise the squad leader, evea to the extent of tellinq

the squAd leader exactly hcw to do things in the squad.

In ar atteapt to provide empirical support for the VDL

model. Dansereiu* Graen and daqa (1975) tested the

hypothesis that, *negotiating latitude within the vertical

-1 yad vill ptoduce leaderzbip telations vhen given tn

generous amounts and vill pcoduce supecvis.r rtlations when

Sgiven in meaqer amounts." (p. 5O). Th. reseabcber5

collected data •ron sixty leaderc-ubordinatc dyAds over a

period of nine months. These dat- included measures of

negotiatiso latitude, li#ad'erts Ateoion given to individual

sibordinates., leader tup;ort be'avior, dyadic probleo•,

Jiffereat o &Aoizational beh4viots in wkich thu sbordia-stes

enaged, and bow discropant these ocqanitaticnal behaviors
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were from those which the leader wished them to perform.

Subjects rho reported high levelz, of neqotiating latitude

were categorized as "in" group members .-ad those who

reported low levels of neqotiatinq latitude were classified

as woutv qroup members. "In" group members reported: (a)

more attention and supportive behavior from their leader;

(b) less discrepancy ia their work behavior from what they

or their leader desired; and (c) fever problems with their

leader. In qcaar;'. the difierences between "in" and "out"

qroup members remained stable or increased over Uise.

Other studies have foqnd that relative to *out* qroup

members, "in* qroup members have more positive attitudes

toward york in genera) (Cashman, Dansereau, Grata, and naga

1976) ; relate that their superiors use more referent and

* •xpert pover but less coercive power (Graem and Cashman,

197S); show higher level3 of agreesent with leaders

coaceroinq the meaninq of mutually exoeoienccd situations or

events (Graen and Schiemann. 1978). In general. the above

findinqs provide considerable support for the contentio,

tbht subordinates who receive high levels of negotiasting

latitude ("iu" qroup members) develop better working

* celatiooasbps with their leaders.

The neat theory which sill be discussfd focues upon

another aspect of the leadetsbip pcocess. This theory is

based on the assumption that over time the vot group

cba&4es and the ld•r.hip behavior oust also changje for



effective leadership to occc't. IHence, the bebavior of both
the leader and the subordinates change ovec the *life-cycle-

of the work group.

C Ii
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Situationil IM~j!_shin Thg

The Hersey a,.ý Blanchard (1969, 1977) approach (also

referred to as Life-Cycle Theory) to the study of leadership

plgces its prima q. emphasis upon the •_aturity of the

indIvidual subordinate or group of subordinates that is

being led. The concept of maturity is defined as "the

capacity to set high but attainable goals (achievement

motivation), willingness and ability to take responsibility,

and education and/or experience of an individual or a group"

(p. 161, Hersey & Blanchard, 1977). This concept of

maturity involves the two factors of job maturity and

psychological maturity. Job maturity refers to the ability

and technical knowledge to do a task and psychological

maturity refers to feelings of self-confidence and self-

respect. Hersey and B'lanchard propose that the maturity

level of a subordinate must be determined within the

confines of a specific task. That is. a subordinate may

A have a high level of maturity with reqard to one task and at

the same time have a low level of maturity with respect to a

different task. In general, it is assumel that as

"subordinates gain on-the-job experience with a specific task

over tiz, 46r.. the r --tuziy ley i, both individually and

as a group, will increase. Situational leadership theory

postulates that in order for effective leadership to occur,

the leader must understand the relationship tetween his or

-96-
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her leadership style and the particular maturity level of

the subordinates.

Situational leadership theory considers the efrejl

leader I" Peso yU~ c!hanc U2 , bi k.U j~eLerhji §Jii

jj the jnaner jLjh Ji§ a.i..prit, 1 1"i gU aing gAUrit
i.g !e aea& a _A 9M ol gr ou.- To demonstrate this

assertion, Hersey £ Blanchard use the example of parents who

must change their parental style as their children mature.

Since a young child is faced with an ambiguous and

unstructured environment, the parent must provide close

supervision and a highly structured environment for the

child. As the child matures, the need for clcse supervision

decreases and the child is allowed a greater degree of

autonomy. i"ring adolescence this indepedence needs to be

suppletented by parental support and concern. Upon reaching

adulthood, the need for parental guidance and support is

diminished. A leader and a group will interact over the

"life cycle" of their relationship in a manner which

resembles the parent and the child. Piqurp 2-2 illustrates

the "life cycle" of a group. This same diagram nay dlso be

applied to a single individual within the group. The first

quadrant represents the situation of a new and inexperienced

work group (or individual). The primary responsibility of

the leader is to juitiat•e ,qrVtuje and teach subordinates

those skills that ate necessary for task accomplishment.

Less emphasis is given to relationship oriented behaviors.
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When the subordinates have become somewhat familiar

with the requirements of the task and consequently have

gained task maturity, they may be viewed as occupying

quadrant-2. At this point the leader shculd engage in

relationship oriented behavior. The leader must continie to i

structure the environment and emphasize the more subtle

aspects of the task. The relationship oriented behavior of

the leader is needed to motivate subordinates to continue

learning the task and to facilitate communication. Owen

communications must be established in order for the

subordinate to receive the type of feedback required to

master the task.

when subordinate(s) display a complete understanding of

their task and are able and willing to accept responsibility

for their work, the subordinate is assumed to exist within

quadrant-3. The leader may no; use a high relationship-

oriented style. Since the group is mature with respect to

the task, the leader dos not n.ed to emphasize task

structure. The high relationship oriented leadership style

should facilitate a better work group atmosphere and greater

group cohesiveness. When the group performs as a cohesive

unit, the work qtoup may be considered to to fully mature

and at ouadrant-&. Sincet the grour is uot able to work

independently, neither task oriented uor relationship

oriented behavior are required from the le4der.

Hersey and Blanchard state that the primary indicators



or when leaders should change their style ate observable

changes in work group performance. They alsc state that a

leader should be flexible enough to change his or her

leadership style in a backward direction should there be a

dccrement in performance. The primary deterain4ant of

decreased performance is assumed to be a lowering of

expectations followed by lowered performance which serves to

reinforce the low expectations. This may easily result in a

vicious circle and may demand a long term intervention

proqra. for recovery.

As is the case with ,t number of previously reviewed

leadership theories, no research has been reported which

directly tests predictions made by Hersey 6 8lanchardts

t heovy.

the final theory oz leaderAhij reviewed addresses an

aspect of ,he leader's role which you will find present in

every leadership position you will hold; namely, the

responsbillity ft: making docisi•ns.

SI



FIGURE 2-2

LIFE CYCLE Or A CROUP*

Low~ Task Htigh Task

Low Relatiotiahip ILOW Relaiotunship

Arr'iuis ilustrate tuvrwl developsata ofi group maturity.

6ut group eh eatl occ~ur in olcher direction &loutg

th ro path-way.
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- I yg~m'a Decision-Making Inodr.l S~ 2.~

One of the most prolific models to be used in the study

of leadership is the decision-making model Fresented by

Vroom (Vroom, 1976b; Vroom & Yetton# 1973; Vroom & Jago,

1974). The approach represents a normative model of

participation in decision-making and addresses the question

of how much participation should be given subordinates when

a leader is involved in a decision-making situation.

Vroom has developed a taxonomy of decision processes

that are available to a leader in solving individual or

qroup problems. These processes are shown in Table 2-1 and

are ordered according to the increasing o[Fortunity for

subordinates to influence a leader in solving a problem.

The processes ranqe from complete autonomy of the leader to

total participation by the leader's subordinates.

The intent of the ood.1 is to aid a decision maker in

selecting those p.ocosses (Table 2-1) which are most

appropriate for the problem confronting the individual. To

begin with, Vroom has delineated eiqht problem attributes of

decision-vaking situations. To aid the leader in this task,

these attcibutes are formated as yes-no quvsticas which are

aoswered in a soquential order; i.e.. a Odecision-tree."

The Answer to each question determines the track which the

individual will follow in the final determination of which

pcocess or piocusses vwill te best for the particular

i -101-
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situation. These eight questions are pcesented in Table

2-2. The questions address two basic characteristics of any

"decision. The first characteristic is the quality of the

decision. The second is the acceptability cf the decision

to the subordinates. Given that thb decision make" is able

to judge the status of a given problem on each of the eight

attributes, certain decision processes are eliminated and

the decision maker eventu4lly is left with a feasible se* of

decision processes-

Inherent in Vroom's model are seven basic cules which

attempt to protect both the quality and accertance of the

decision,. Three of the rules relate to the maintenance of

decison quality, *bile four relate to acceptance. The rules

are as follows (Vroon, 1976b):

1. The ID1f2j~ai fjlc,- If the qualtiy of

the decision is important and if the leader does

not possess enough information or expertise to

solve the problem by himself, Al is eliminated

from the feasible set. (Its use risks a low-

quality decision.)

2. f Lo1 Cq.ung j919. If the quality

of the decision is important and if the

subordinates do not share the orqanizaticnal goals

to be obtained in solving the problem, Gil is

eliminated from the feasibl.e set. (Alternatives

that ealiminate the leaderls final control over the
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decision reached may jeopardize the quality of the

decis~ion.)

3. 14.q !Lg jjotred groblem J~ In

decisions in which the quality of the decision is

imjortant, if the leader lacks the necessary

information or expertise to solve the problem by

himself, and if the problem is unstructured, that

is* he does not know exactly vhit information is

needed and where it is located, the method used

must provide not only for his. to collect the

information but to do so in an efficient and

effect jvQ manner, flethods that involve

interdction amonq all su~bordinates with full

knowledqP of the problem are likely to be both

more e~fficit-at and mooze likely to generate a high-

quality solution to the problem. Under these

j conditions, Al, All and CI are eliminated fro* tho

feasible set. (Al does not provide for his to

collect the uecessary information1 and All and CI

repre.*ent sore cumbersome, less effective, and

less efficient meaus of bringing the necessary

information to bear on the solution of the problem

than methods that do permit tbos, with the

necessary information to interact.)

4.. Lh jA~Dt~jage f"q If the acceptance

of the decision by subor~dinates is critical to
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effective implementation, and if it is not certain

-.J that an autocratic decision made by the leader

would receive that acceptance, Al and All are

eliminated from tIe feasible set. (Neither

provides an oppoxtunity for subordinates to

participate in the decision and both risk the

necessary acceptance.)

5- 5. g _ flig j••_. - If the acccptance of

the decision is critical, and an autocratic

decision is not certain to he accepted, and

m isubordinates are likely to be in conflict or

disaqreement over the appropriate solution, At.

Air, and C1 are eliminated from the feasible set.

(The method used in solving the problem should

enable those in disagreement to resolve their

differences with iull knowled9g of the problem.

Accordingly, under these condition, A AI, All, and

CI, which involve no interactiov or only none-on-

one" relationships 4and, therefore, prcvide no

opportunity for those in conflict to resolve their

difftrences, are eliminated from the feasible set.

Their use runs the visk of Itavinq some of the

!'ubordinataes with less than the necebsary

commitment to the final decision.)

6. L LJIUSrM,•fl LtL. If the quality of

decisiou 4s unimportant and if acceltance is
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critical apd not certain to result from an

autocratic decision, A1, AIXe C1 and CII are

eliminited from the feasible set. (The method

used should maximize the probability of acceptance

as this is the only relevant cosideration in.

determininq the effectiveness of the decision.

Under these circumstances, lI, All, CI, and CII,

which create less acceptance or commitment than

Gil, are eliminated from the feasible set. To use

them is to run the risk of getting less than the

needed acceptmace of the deci.sion.)

7. j_%.2 Acceptance Priority nue. If

acceptance is critical, not aa.ured by an

autocratic decision, and if subordinates share the

organizational qoals relevant to the problem, AI,

AlI, CI, and CIL are eliminated from the feasible

set. (Rethods that provide equAl partnership in

the decision-makinq process can provide greater

acceptance without risking decision quality. Use

of any method other than Gil results in an

unnecessary risk that the decision vill not be

fully accepted or receiv4 the aecessary commitaent

on the part of subordinat'is,) (p. 1541-152)

Let us examiae exactly how a person eight use Vr~oas

method by ezaxining the decision floe-chart given in Figure

2-3. This chart (#room & Tettoo. 1973, p. 14) presents the
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eiyjht problem attribute questions, the tracks which would be

folloved upon answering each attribute, and the feasible set

of solutions for a given situation.

To illustrate the method, let us consider a now

lieutenant who has just assumed the command of a platnon and

is faced with the decision to select one ot three

subordinates for entry into the Dasic Ron-Commessioned

Officer (ONCO) Trainiug Proqram. First, the officer must

answer question A: Is there a quality requirement such that

one solution is likely to be more rational than another? It

is likely that the offi,:er will answer "yes" since one of

the individuals is most likely to be more qualified than the

others. Proceediasq then to question 8, the ctficer answers

the questioa of vhethar he or she has sufficient Wn'ormation

to make a hiqh quality eecision. Being new to the platoon,

it is likely that the officer has not Iet obtin.ed the

necessary iaformation vith which to assess the individuals.

Therefore. the answer to question 8 would te "no" an4 the

nei q~vstion is consideved. Question C. which asks whether

the problem is structurt4, would vecesbitate that the

officer kae, what iLofcsrtion is neede4 and where it may be

obtained. Thv- anftsc would be Oyez" sibce tht hecesOaSy

Sualificatiogs for esaty into 39CO are ro~dit ,wilable and

both coOPmtn VCordS and perSOnal coatact with the platoon

sergeant vou4 provide acceO to this intoct tion. (Questioa

D coaceras vwimter the acceptance ot the ltcadrca deci•ioa
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V by the subordinates is critical to effective implementation

of the decision. Since the selected individual would not be

influenced by the other subordinates while in ONCo, the

answer to the question would be "nw The next question,

question E, would also be "OW since the sutordinates who

are =.9 selected would mast likely question the v..dlidity of

the decision..

Looking at the flow-chart, the fteasible set of

decisions is set 10. Since the situatiou is basically a

group problem, the feasible set includes Alf, Cl, and CII.

From Table 2-1, it is obvious that these ý.iree decision-

making processes are similar to the extent that the final

decision Lq,* k& made 2olel D the le~aAS. and that the

leader yU Oa~ the problem with subordinates. The

.election of the single most appropriate Frocess would

depend u,.or cousideratioa of such varial-les as the amount of

time available to sake a decision and the degree to ti~ch

the leader wishes to involve the subordinates in the

11a1kering of information.

The model as presonted 1is based upon the least naumber

of man-hours which wouald be requirtd Zot a decision. Vroos

(1974) has suggested that in the evetat that the ttoci~iQo

Procoss- is not constrained by a time-tactor. an altena~tive

approach may bo used that placez less wtiqbt u~en thv ie

factor and motia weight UýQ* zubordi*4tv pacticipatiou and



4l 1=-U

This concludes our review of the conteuFcrary theories

of leadership. if you vish to obtain more information about

any particular theory, the references cited represent the

startinq point in your search for additional knowledge, TV

next section of the text vwil present 6 general model

vithin vhich you can integrate these different viewpoitts of

leadership.

I.
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TABLE" 2-1

DECISION-MAKING PROCESSES

Group Problems Individual Problems

Al. You solve the problem or make the Al. You solve the problem or make thedecision yourself, using information decision by yourself, using inform.-
available to you at the time. lion available to you at the time.

All. You obtain the necessary information All. You obtain the necessary informationfrom your subordinates, then decide from Your subordinate, then decidethe solution to the problem yourself. On the solution to the problem your.You may or may not tell your tub. self. You may or may not tell theordinatet, what the Problem is in get. subordinate what the problem is inting the information from them. The getting the information from him.
role played by your subordinates in His role in making the decision iSmaking the decision is clearly one of Clearly one of Providing the necessafy
providing the necessary information nformation to you, rather than gento you, rather than generatinq or eratng or evaluating alternative
evalaiting alternative solutions, solutions.

Cl. You Share the problem with the rel. Cl. You share the problem with yourevant subordinat'es individually, get subordinate, getting his ideas and sug.sing their ideas and suggestions with. gestions. Then you make a decision
out bringing them ý0ogether as a which may or may not reflect his
group. Then you make the decision, influenc.
which may or may not reflect your
subordinates' influence. GI. You share the Problem with your

subordinate, and together you
CII. You share the problem with your analyze the problem and arrive t a

subordinates 3s a group, obtaining mutually agreeable solution.their collective ideas and suggss.
tions. Then you make the decision, 01 You delegate the Problem to your
which may or may not reflect your subordinate, Providing him with any
subordinates* influence, relevant information that you 1os.

Gets. but giving him responsibility forsIt. You shrie the problem with your solving the Problem by himself. You
tubordmnatet as a group. Together may or may not request him to tellyou genierate and evaluate altemna. you what solution he has reached.
tivys and attempt to reach agreement

(consensus) on a solution. Your role is
Much like that of chairman. You do
not try to influence the group to adopt
"your" solution, and you are willing
to accept and implement any solution
which has the support of ýhe entire
group.

SA-Ii 0-
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TABLE 2-2

PROBLE4 ATTRIBUTES

ý4• 2Question A

Is there a quality requirement such that one solution is likely

to be more rational than another?

_qj•,stion B

Do I have sufficient information to make a high quality decision?

Question C

Is the problem structured?

Question D

Is acceptance of decision by subordinates critical to effective

implementation?

Question E

If you.were to make the decision by yourself, is it reasonably

certain that it would be accepted by your subordinates?

Quest ion F

Do subordinates share the organizational goals to be obtained in

solving this problem?

Question G

Is conflict among subordinates likely in preferred solutions?

i• •}-Ill-
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SECTION 11:A LZQ~~ 1j, Q!9N

-ýL-mliasI .Th&ou tin the Ne cat

After reading the reviews of the current leadership

theories and research existing in the field cf psychology,

you might ask if this discipline has anything other than

confusion to cffer the student of leadership. Certainly,

psychologists offer no simple formula or set of rules on how

to become an effective leadei.o It you think about how

complex the job cf a leader is and how many different

leadership situation there are, then you will understand why

such a formula does not exist. However, Chis does not mean

that one cannot develop a model of leadership to serve as a

guide and tool in the search for an understanding of the

leadership process. The purpose of this section of the

text is to present a model of leadership which will be of

practical use to students who are interested in the

leadership process. Havinq just finished the review of

existing theories of leadership, you probatly wonder what

advantages would be gained by the addition of another model

of leadership. Hopefully, you will find this new model to

be somewhat different.
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The primary purpose of the model is to integrate the

information discussed by the various theories and research

.existinq in the leadership Literature. The focus of *he

model is not on specific leadership principles or specific

situations whic% call for one type of leader tehavior versus

another. Instead, it is a tool to be used in gaining a view

of the leadership process as an integrated whole. once you

have been able to view the "big picture", you will be

better able to see where you fit into the picture. It is

much easier to decide how to accomplish a goal if one first

knows where one stands initially. For example, if you knew

that you wanted to drive to Chicago and did not know whether
A.

you were in California, Minnesota, Virginia, or Florida, you

would not really know how to start. Do ycu gc south, north,

west, or east? If someone handed you a maF of the United

States with a big X marking your initial starting point.

then your task would be greatly simplified. This is the

function which a model of leadership should serve. The

Ji model should provide you with a more complete picture of

the leadership process and allow you to place an X marking

the spot where you currently stand in relation to this

process. Once you know where you stand and where you wish

to go in becoming an efft~tive leader, the model should

provide you with some knowledge which will make your task

easier.

AS wds noted earlier, it is impossible tc provide a

il }I•-'114-
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completely foolproof set of rulp.s or formulas guaranteeing

your success as a leader. Going back to our analogy of a

map of the United States, it is unlikely that anyone could

qive you directions so specific that when you left your houe

to travel to Chicago, you knew exactly how many right and

left turns you would make and their specific sequence.

instead, you would find major alternate routes mapped out.

This is what our model will hopefully accomplish. It will

allow you to see the major routes you may follow in becoming

an effective leader. Likewise, it will provide ,ou with

alternate routes if you unexpectedly run int%. a barrier in

your course of development as a leader. However, it cannot

give you specific directions or rules which cover every

specific situation.

The model which will be presented is directed at

describing the leadership process in formal organizations

such as a business or the military. That is* the model

deals primarily with the situation in which a leader is

appointed to lead a qroup of individuals for the purpose of

achieving a particular task or mission. You will find,

however, that manty ot tho principles included in the model

are also relevant to the leadership process i! less formal

settings.
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organ zational M faiTr.

In order to develof a model of leadership which

presents a broad picture of the leadership process, we must

first discuss some concepts vbich will allow you to view, in

the proper perspective, all of the theories of leadership

you have read. Perhaps two of the most basic and important

concepts which have been larqely ignored by leadership

theorists, with the exception of Hersey and Blanchard, are

those of tinc and what we shall label "organizational

maturity". Leadership, like any other behavioral or

psychological process, occurs over a period of time.

Closely related to the concept of leadership occurrinq

across a particular time period, is the proce.ss of

organizational maturation. As you should r.tember,

situational leadership theory focuses upon the concept of

qroup maturity and change in leadership over time. We will

begin by expandinq upon the concept of changes in the
leadership process over time and examining the degree of

experience, or organizational maturity, of not cnly the work

group as a whole, but Also the leader anJ individual

subordinates as well. This approach will allow us to

develop a model of the leadership process which will

integrate many of the approaches to leadership reich

currently stand as separate, and iadepeadent descriptions of

various aspects oi leadership.
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The manner in which "organizational maturity" is used

in the present context does not refer to the chronological

aqe of the organization. Instead, organizaticnal maturity

refers to the degree of experience and underrptanding which

an individual or qroup has conccrninq the particular

organization in which thtýy operate. organizational maturity
is specifically concerned with several aspects of experience

and knowledge which influence one's ability to function

effectively in the organization. Think of how you have

changed since you first arrived at college. Regardless of

how well prepared you were to core w ith college life, you

have probably learned a great deal over time about how to

get things done more efficiently within the college

environment. You have likely learned a number of things,

such as, which classes are best to be avoided and also how

to register for classes or buy books with the least amount

of time spent Vaiting ill lines. These are examples ol,

knowledge which you could q3ain only by iLteracting within

the college environment. This is the type of knowledge

which contributes to "organizational saturity" within the

p college environaient.

Orjjanizationa1j WaL~rtv: Lt§ D i~o~ j j Qlenciojns

The orgdaizational maturity of an individual includes a

number of related skills which are acquired over time. An

individual's organizational maturity is defiacd as includinq



the individual's:

(1) technical competence,

(2) communication skills,

(3) human relations skills,

(4) knowledge of the orqanizational structure,

(5) understanding of different types of power and

influence, and

(6) understanding of his or her role in the

orqanization.

Each of these dimensions is important and will be

discussed in some detail. In the discussion that follows,

it wil. become apparent that different dimensions may be

more important to the performance of different jobs. For

example, a receptionist say need very good communication and

human relations skills due to extensive contact with other

individudls. On the other hand, the opetatcr of a larqe

piece of construction equipment may need highly developed

4 technical skills and relatively few communication and human

relations skills. However, due to the comflexity of the

leadership process, all six dimensions are imFortant for the

effective performance of a leader, regardless of the

specific setting ia which they are working. To this end, if

one defines the leadership process in terms of influence

without reliance on formal authority, all six dimensions of

orqanizational maturity are important for effective

leadership.
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Tebnc MPRIOnc-. we will begin our discussion

with the dimension of technical competence. The term

technical competence refers to the "hard" skills or

knowledge required to perform various tasks. This type of

knowledge can often be obtained from books, technical

manuals, or lectures. For example, the knowledge of

calculus and use of a slide rule or calculator are part of

the technical competence required of an engineer. military

officers are expected to possess technical competence in

areas such as reading maps or using a compass. While a

worker performing a job such as operating a fork lift may be

required to be technically competent in cnly a limited area

of knowledge, a leader is often required to havc at least

some technical competence in all of the primary tasks

performed by the work group. For example, a lieutenant must

nave at least a rudidentary knowledge or technical

competence in all of the areas or tasks performed by members

of his or her platoon. This does not mean that lieutenants

murk be able to perform every task themselves.. (indeed,

many officers will find themselves leading subordinate~s who

have undergone extensive technical training to perfect

special Rkls. ather, the officer should at least know

what tasks stist be accomplished even if he ac she does not

know sp~ecifically how they are done. WitI.out this level of

technical competence# you can easily imagine that it would

* be impossible to evaluate subordinates or ccordinate their



efforts. Thus, it is absolutely critical that a good leader

be technically competent. Subordinates are not likely to

respect an incompetent leader nor be willing to follow his

or her orders when their lives are at stake.

Think of the coach of a professional football team.

The coach may aot be the best quarterback or Fasz recouver,

indeed he may never have been a quarterback. however, the

coach must have a great deal of technical coapetence in

football with regard to knowing what to dc and when to do

it. Players on the football team itself are the specialists

who carry out the tasks. The coach is likely to be

respected by members of the team to the extent that he has

the skills and knowledge which allow him tc make correct

decisions and provide the guidance needed for the test to

win. The technical cospetence needed by a military leader

is similar. The military leadet oust know what needs to be

done and when, so that protless can be ideutified and

strategies and tactics developed which will lead to

successful completion of their undv's mission. Just *s the

head football coach has defensive and ofeasive coaches to

train plalers in speclfic skills, Army officers have a qzoup

of NCO's to train their soldiers ia specitiC technical

skills needed to ptrtoro tbeic job.

Thus, vkile technical cospeteace is iseortant to the

organizational maturity of both tht leader and subordinates.

the scope and depth of thb technical ompeotence needed by
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thcse individuals is different. A leader needs a broad

scope of technical :ompetence in 4 variety of areas. An

individual worker, on the other hand, needs sore extensive

technical skills in a limited area. Individuals in a

position such as the offensive line coach or the NCO must

possess a form of technical competence ia'orpocatinq both of

the above extremes to a certain extent.

The lenqth of time required to become technically

competent depends upon the nature of the task that the

individual must perform. Often the process of gaining

technical competence is a sequential process of buildinq

upon skills achieved previously. As noted before, some of

these technical skills or knowledge may be gained in the

classroom or from books. Other technical skills can be

gained only with on-the-job training or experience. Tbus,

the longer an individual works on a job requiring the same

technical skills, the more he or she will have the

opportunity to become technically proficient 4nd iucreise

this aspect of hiz; or bet organizational maturity,

This is the last point at which thaý di*tAsio= of

technical 'tOmpftence will bo disicossd it a great detail

in this text. The model of -aedership to bc di•c¢tsed aid

the exercises accompanyinq t'e text coacentlate on the

"Sof t * skills of the leAder. The trSaing of technical

stlis is outiide the realm of this coetse. You will

receive this type ool titatiaq i4 otbcc #OTC coureus and in
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the Officer Basic Course.

C2.InimOtll 2 skii•g. Let us briefly define the five

dimensions of organizational maturity which can be

classified as "soft skills" or knowledge. All of these

dimensions will be addressed in much greater detail in later

sections of the test. The communication skills dimension of

organizational maturity is concerned with how well an

individual has learned to communicate in the organization.

This includes the receiving and transmitting of both veLbal

and written intcreation and the adequacy of the

communication channels established by the individual. This

dimension may be the most critical 4isension of

"organizatioual maturity for a lead-jr because almost all

other Leatership skills depend upon the ability to

"communicate.

an . •.JJ The third diaeasion of

organizational matuzity is human relations skills. This

diiiwnsion focuse! UPOR the un4t•tand4in~ o0 cultural

dIifferences or ti4isEes Aovoq co-woikers and sutordinates.

the ability to qive constructive criticist and tcedbAck. and

the sensitivity to tbe feelings or e*oticna of Gther

porsoas. This diaension of organizational maturity is very

closely related to the cosounication diawnsiou and at Ls

unlikoly that oun can develop good human relatioas sikills

without firt being able tc Cosmunicate.

j~j5-U-Sj -tjjJ Kaowlud~je of
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both the formal and informal structure of the organization

is the fourth dims.;nsion of organizational maturity.

Knovwedge of the tormal Jtrqcture can be defined as whether

the individual understands which perscs in an organization

aLe formally sanctioned to be responsible for the execution

of specific duties. Knowledqe of the infcemal structu-e, on

the other hand, refers to an individual's uaderstanding of

the manner in which task:; actu.Ally qet accovilished. This

distinction does not preclude the Possitility of a

substantial degree of overlap between the formal and

ro 9e.r and inf luencg. The fifth dimension of

orqanizationdl maturity is related to the individual's

understandinq of different types of powet and influence

which are used, or might be used, by mnmbers of the

o4qanization. This underEstandinq of power and influence is

not independout of the individual's understan4ing of the

organization's fotmal and infortal stcuctutes, or the

iudividual's hua., r-elatious skills. Rather, these three

dimeusions 4c iate ritla-ed.

~ £2.Le ~ ~ ~~14!The fjn~l in o o

organiZational maturity is the individual's undetsteading ou

hi& ot her role ia the orqauizatiou. This i.cludes knowing

Vh~rv o01 fit$ into both the toaeAl 4nd iiztormal

o qai14t�gaOn4I t•ructu•ts. It 41.o includes an

uud@Cstand4nq and ability to copt rith the xcle 4abiguity

,t -



and role couflicts which sight occur within the

organization.

The five "*oft skill" dimensions ot organizational

maturtty, vhich ve have defined above, represent the primary

focus of the traiuinq exercises. You vili be performing

these exercises during the laboratory section of the class.

Interreiati-gashi ,, oZf th 21io_4nizALOISA

while we have discussed the co•ncept of organizational

maturity in teras. af six dimensions, you should not think

that one would be 4bLe to measure an individual's

orqanizational maturity by simply addinq up thaa

individu i~ls scorts on neazures of each of the six

dimensions. An ve have already notc-d, these disensi~ns are

aot independent, rdthet they art interrelated. To this

end, there is a rational order to the development of cer'taio

dibeazions of ogqan.UtztioUAl maturity, particularly with

respect to a leaders otqaniz4t~on4l maturity. £i' v# Doted

e-irlier, the dtvvloiipsat of humWi reLations skill e

the pceviuus developaent of coeounicatiou skills. In

--- iailar taslaem, to uuiderstad tht iatoreal jtvucturE, of

th ortjt~io one euz~ be 4vle to firit eaz'abliah a

Sof oeeaunicdtjon nwetoxl that *ill allow tbe

~att~riq ~ ~tsar ioma'on. Tho C:tabiisd'sefit of

,t2mth Coesilici'stti.n aetoo~he doeods on both conmguicatlio
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and human relaticns skills. To acquire an adequate

understanding of different types of power and influence in

an organization requires the u.e of human relations skills.

In addition, the leader must understand how individuals

derive power from their positions in formal and informal

organizational structures. Finally, to understand one's own

role in the organization, he or she must first know his or

her position in existing formal and informal structures and

the extent of power or authority he or she possesses.

The above developmenta! sequence for the various

dimensions of organizational maturity is an important point

to remember. The model of the leadership process which will

soon be discussed is based upon the assumrtion of this

develo2mental sequence. This sequence is also important

when one is attempting to assess his or her own level of

organizational maturity and/or the organizational maturity

of his or he subordinates. For subordinates, tne dimensions

kof communication skillsa human relations skills, and

knowledge of organizational structures should develop in a

manner silmilar to that of a leader. For example,

communication skills must be developed before the

subordinate is able to improve human relations skills. In

addition, these communication skills are needed to gather

the information needed to determine what organizational

structures exist and where he or she fits into these

structures. Communication skills, human relations skills,
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and technical competence, may all be important for effective

job performatce regardless of an individual's position in

-1 the organization. For example, if a soldier lacks human

relations skills, then he or she may have trouble relating

to the rest of the platoon and, consequently, conflicts may

develop which lead to poor work performance. Likewise, if

the worker has not learned to listen well, he or she may

have difficulty following instr,,-tions from the leader.

You should now have a fai;.- aod idea of what is meant

by the term "organizational matu-'y." Before moving to the
AS model of leadership, however, you should understand several

aspects o' the relationship Cf organizational maturity to

the time you spend in an organization, and what happens to

your level of organizational maturity if you ckange

organizations.

Generalization of Organizational jatujity
0 ,As you read the definitions of the six dimensions of

organizational maturity, you may have realized that the more

basic dimensions such as communication and human relations

skills are qualities which an individual may possess

independent of the organization in which he or she

functions. On the other hand, technical competence,

kncwledqe of the organizational structures, understanding of

one's role in the organization, and the types of power and

influence used in the organization are dimensions which must
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be viewed within the context of a particular organization.

Therefore, if one moves from one organization to another,

his or her relative level of organizational maturity may

decline.

To the extent that an individual moves from one similar

work unit to another, the organizational maturity gained

previously may generalize to the new setting. However,

there may be a brief period of less efficient functioning

due to the time needed to establish communication channels

in the new work unit. Think about what it would be like to

transfer from one college to another. If both colleqes were

on the quarter system, were about the same size, and

administrative procedure= for registration and assignment to

classes were similar, then you would probably maintain a

fairly high level cf organizational maturity. On the other

hand, think of our example of' the football coach. If the

coach moved from one professional football team to another

he would also maintain a fairly high level of organizational

maturity. If he moved to the position of coaching a college

rugby team, his level of organizational maturity would be

quite low and he would need new organizational skills. In

this case, he not only vould have to establish new

communication channels, but since the organizational

structure at the college level would be different his role

would also be different.

It is also important to note that organizational
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maturity may be specific to a particular organizational

level. For example, a lower level manager might be

considered organizationally mature in his oxc her present

position. If moved to an upper level management position,

the individual would have a low level of organizational

maturity until he or she learns the new role and becomes

familiar with the upper level organizational structures.

Once again, consider your role as a student. By the end of

your senior year, you are likely to have acquired a great

deal of organizational maturity with respect to the role of

an undergraduate student. If you returned to the same

college the next semester as a graduate student with

V! teaching and/or research responsibilities, you may find that

you have much to learn about your new role. With respect to

this new position, you will have a level of organizational

maturity which is lower than that achieved the previous

year.

Increased levels of organizational maturity are assumed

to increase the potential for the individual to function

effectively within the organization. This is true because

the individual's tasks should be less ambiguous and the

indivdual should be more aware of the resources available

and the proper channels to be followed in cbtaininy these

resources.

I.l 11Wki rg-niI-tiqa-t laturita. The acquisition of

organizational maturity is not automatic. However, over
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time a certain maturity level can be reached. If an

individual has the ability to learn from his or her

experiences with the organizational structure, then the

potentia) to increase organizational maturity exists. The

"extent and rate at which a 'iqh level of organizational

maturity is reached will vary among individuals. This will

depend upon motivational factors as well as the individual's

abilities. The development of human relaticns skills and

the acquisition of knowledge about organizaticnal structures

requires active R.ticipation from the individual. Thus, to

gain a high level of organizational maturity, an individual

must be motivated. However, this does not preclude the

possibility that an indivdiual who has a high level of

organizational maturity may be motivated toward

accomplishing personal goals which may conflict with the

organizational goals of the work unit.

Up to this point. we have been discussing

organizational maturity in terms of individuals, i.e.,

subordinates and leaders. One may also consider the

maturity of the work group as a whole. When used in this

sense, the term "organizational maturity* refers to the

deqree of development that a group of individuals has

achieved while vorkinq together. ln a mature vork group,

both formal and iaformal organizational structuces will hbve
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evolved within the qroup. The group may also have defined

its ovn role in the organization by the establishment of

- g qroup goals and objectives.

We have devoted a qreat deal of time to discussing the

concopt of organizational maturity of the leader, the

subordinates, and the work group ;.s a whole. The reason for

the considerable concern of this toFic is that

organizational maturity is a central concept for the model

of leadership developeent which will be discussed shortly.

In fact, if we return to our analogy of our model of

leadership as a map, the dimensions of leader organizational

maturity and subordinate organizational maturity form the

north-south and east-west coordinates which we will use to

orient ourselves as to where we must (lo or what we must do

to become more effective Leaders. To a considerable extent,

the organizational maturities of the leader and the

subordinates at the time the leader enters a group define

the position that a leader occupies with respect to

leadership ieveloFmeat. Knowledge of one's level of

orqa4nization#l naturity relative to the organizational

maturity of the work qroup allows a leader tc have a clear

idea of what is needed to lead a group more effectively.

The model of leadership which will ncw te presented

will be an aid in assessinq your postion as 4 leadcr when

you enter a group, and what must be doue to develop

-..ftective leadership. in later discuisions cf the model we
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will suggest some alterative routes you eight :onsider in

achieving the goal of effective leadership.

.1
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The model. of leadership which we shall iicw present is

labele'4 the D fl.2op taLUModel .91 We ha ve

chofsen this title because the idea that thc leadership

process is essentially a developmental prccess underlies the

model. The course of development of this leadership process

is determined primarily by the organizational maturity of

the leader, subordinates, and the organizational unit forted

by these individuals.

Assuptios of t~he d¶o-el

As you well know from studying sciences such as physics

and chiemistry, the form and content .3f a model or theory is

ahaped in part by the initial assumptions made t.oncerningIthe phenomenon of interest. The developmental model of

leadership include~s three L-asic assumptions concerning the

leadership proce~ss . " th,~ Ih st 19gnzto

~~~~- U- an jde Uitical

variables m!enin lE 21aadU--mebfl

a-a-n12 ig 4naulL 91 1Le I-aiuil ji ~ ts i he ledI

UW9O 12 lh MQAA t A Clci;1OIAl caus I

A.§O 12 gifl q jg III9 1 Lo LLo2 qj~d OccA
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reciprocal causal relationship is one in vhich the behavior

of each individual in the relationship causes changes in the

other individual's behavior. In this case, the leader's

behavior is expected to influence the subordinate's actions,

while at the same time, the subordinate's behavior wili

influence leader behavior. This reciprocal relationship is

expected to be directed toward the attainment of a state of

equilibrium characterized by both acceptable organizational

performance and worker satisfaction.

You might ask why the Developmental Model of

Leadership is based upon these three assumrtions. The

rationale for making the a13sumptio cccetning the

imp,.tance oi leadex and subordinate or jzij matulity

levels comes partially from material collected in interdiews

with hundreds of officers, NCOs, and enlisted persons in the

U.S. Army. The importance of the six dimensions included in

the concept of organizational maturity was stressed

repeatedly by these personnel. Some of the critical

incidents described by these individuals will be presented

* ,later in the text. As you Lead these descripticns you vill

beqin to see why the levels of orqanizational maturity of

both the subordinates and leader are important in

determining the appropriate leader behavicr in a qiven

situation. If you think about the leadership process you

rill soon see the need for including such an assumption in

any model of leadership. the level of organizational
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maturity of the subordinates will partially determine their

needs with respect to cjuidance from the leader. The

leader's organizational maturity level will represen* a

limit as to his ability to provide such guidance. This

first assumption may be viewed as part of a more general

view that the leadershiF process does nct take placp

independently of the individual subordinate. The reason for

making the assumtion tha! It" U M.!b dyad- .

,aK . unit tpo p vie in the discussion of the

leadership process is based upco the research done by Graen

and his associates (Graen, Dansereau, and Ninari, 1972;

Graen and Cashman, 1975). As you may recall, these authors

developed a vertical dyad linkage model of leadership which

proposed that a leader develops a different relationship

with each of the subordinates. If you think about your own

experiences in leading qroups, this assumption will probably

make a great deal of sense to you. As a teader, your

feelings and behavior differed toward your subordinates. If

we wanted to develop a model which actually described how

you behaved as • leader, the only way to capture or explain

these difference- would be to examine your relatioauhip with

each subordinate and not with the yroup of sutordinates as a

whole.

-A~fli 19022W el"1 Se--O 1*02LAIAM ad I!~J UL klkll0
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is supported by a number of research studies (Greene, 1973,

1975; Downey, Sheridan, and Slocum, 1976). This assumption

implies that a leader changes his behavior in response to

his subordinates' buhavior as veil as the subordinates

changin.4 their behavior in response to the leader's actions.

Think about our example of the football coach. If his teas

has played well in the first half of a game, when they go

to the locker room at half-time he vwil probably praise

thei: good effort and stress that they must continue playing

veil ln the second half. On the other hand, if the team has

b hen sluggish and played poorly, the coach's locker room

speech may be quite heated and aimed at "firiag up" his

players. Thus, the footbil1 players' behavior influences

"the coach's behavior as well as his behavior influencing

them. Furthermore, a laboratory study by Harrow (1976)

sugqests that leaders cbange their behavior so as to provide

structure vhen production goes down and consideratioc when

subordinate perforoance improves. This compensatory shift

in behavior would indicate that the leader is attempting to

establish or maintain a state of both adequate perforaancte

and yorker satistaction.

Givvn those three assuaptioAs, lot us 4ow turn to the

developmental model of liadership. The model empt asites

that the development of the leadezahlp pcocvss ia: :-tea
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from a point that is defined by the levels of organizational

maturity of both the leader arid subordinate. 1hat is, at

the time that a leader enters a work unit in an

organization, tbe resulting unit can be placed in one oi the

four quadrants illustrated in the diagram of Figure 3-1.

The vertical axis of this diagram represents the leaderts

level of organizational maturity. The horizontal axis

represents the level of organizational maturity of the

subordinate(s). Each of the four quadrants In the diagram

represents a different orqdnizational context from which the

development of the leadership process should take a

different course. Ultimately, the organizational unit

formed by the leader and subordinate(s) should advance to

Qjadrnt Iwhere both the subordinate(s) and leader tave

high levels of organizational maturity. That is, this state

of mature ledder aud mature subordinate(s) rep~resents the

optimal organi~zational state and one which has- the hig~hest

potential of being characterized by effective leadershilf and

the high Levels of individual 4ad group perfcceanco.

12uda 11 repre~eflt$ the State of high leader

miturity and, lov subotdinate matucity. This situation may

be found vnen a new work gqroup i's ostabli~ed and the loadex

has prior expe-rieneo in th,7 org4nization or whena 4lioader is

fasillar With at4sk Vhilc his Subordliaates' Are not. Ofte

; A hould notet that Re.rsey And 0f1aacdar~s (1969) situAtional

-e~hip ttaeoty Coc*tratcato On the tr~bsition of the

IL
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organizational unit from Quadrant II to Quadrant 1.

Qg.:oadran "I represents the situation in which neither

the leader nor the subordinates have a high level of

organizational maturity. This situation reEresents the

context folind in many of the laboratory studies of emerging

leadership. In these studies subjects are brought into a

very artificial and unfamiliar setting. Usually the leader

and subordinates are both unfamiliar with the task to be

performed. These situations also exist in the real vorld

when a new business is being established, o. when a new task

is imposed upon an organizational unit in which the leader

is unsure of what must be done to accomplish the task.

In the Army, a Quadrant I[I situation may also develop

when a newly commisioned lieutenant enters a platoon in

which several of the NCOs have recently been promotA}d or

transfered into the platoon. SiAce the NCOs are the primary

"subordinates with whom the lieutenant interacts, we now have

a situatiou where both the le4dez (lieutenant) and his or

her subordinates (OCOs) have a 1%w level of ctganizational

,aturity. This is one of the most difficult type of

leadership situations into which a Aev lieutenant might be

placed.

Q0adi- XV t-epresonts 'the staek in Vhich 4 leader low

in or94GizatLonnl MAturit" eatQCs an establibhed work Ytoup

with subordinates vbo are higb in organizaticnal maturity.

This situation is typically the o0e eacooutece4 by a new

4 .1--



lieutenant assigned to his or her first platocn.

4 Figure 3-1 can also be used to illustrate the dynamics

underlying the various courses of leadership development

which are expected to evolve qivefi these tour different

organizational maturity coctexts, Note that the arrows

shoving horizontal and vertical movement actually repreaent

two maturation Frocesses. mlovemeut in the horizontal

direction indicates changes in the subordinate's

ozqauiz&ttional maturity, while the vertical aLrow represents

chanqes in the leader's orqanizational maturity. Since it

ii assumed that, over time, all work qroups are moving

toward Ouadrant I or the state of high leader organizational

miturity and Liqh subordinate organizational maturity, the

initia) start.nq point will dictate the general direction of

movement or change. ?or example, if one starts in Ouadrant

1 11, entering a group ot subordinates low in orqanuzational

maturity, then it can easily be seen thAt the malor

Alrection of movement till be horizontal. This indicates

%hat the course of leaderf.hiy development which occurs in

thb.s situation is largely influenced by changes in :.he

orq&cnizatioaal maturity of s;ubordinates. Thus, the cbanqes

in le.*d~rship which occur ovex tiae, represent the 34*aiecls

attempt to cbanga, his behavior iu resFonse to his

subordinates becoming oclaoizationally sature. The leadvrls

orqAnizatioaal maturity i- eupeWctd to chauge very little

in this situation.
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In contrast, if the course of leadership development

begins in Quadrant IV, a state of low leader organizational

maturity and high subordinate organizational maturity, the

direction of movetent will be primarily vertical. This

indicates that it is the leader's organizational maturity

which is changing and producing the changes in the

leadership process over time. If leadershi. development

begins under the condition of low leader organizational

maturity and low subordinate organizational maturity

(Quadrant III), then the path to Quadrant I, or the state of

high subordinate and leader organizational maturity, will

require both vertical and horizontal movement. In other

words, the development of the leadership process will be

influenced by changes both in the subordinates' and leader t s

organizational maturity.

From the above discussion one can see why we have

compared the developmental model of leadership to a

topographical map. If you, as a leader, can assess the

level of subordinate organizational maturity and your own

organizational maturity, then you can use Figure 3-1 to

specify your position as a leader. lot only can you

determine your present position but you can also determine

the developmental processes required to ottain the most

effective group performance (Quadrant I).
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FIGURE 3-1

The Organizatioaal Maturity Context

High

Quadrnt IIQuadrant I

TOW High
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Leader
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Rejlationsbp 9f the yevelopmenta_ odel of a~dership

i•,i•¥ TR~. ••en _Theori.e_• ofredes•

* Before preceding further, it will be beneficial to

examine the relationships of the developmental model and

the concept of organizational maturity to the twelve

theories of leadership we reviewed in Section II of the

text. As already stated, the developmental model is more

comprehensive than other current theories. The dimensions

of organizational maturity are fundamental dimensions of

leader behavior which underlie the leadership behaviors

discussed by the twelve theories in Section II. We will now

"examine several concepts from current leadership theories

and discuss their relevance to the developmental model of

leadership.

Task Orientao.n Is. kerson Orientation

If you closely examine the Path-Goal, McGregor,

Managerial Grid, Contingency, and Situational theories of

leadership, you will find that all of these approaches

discuss some aspect of the leader's orientation toward

persons (human relations) or the leader's concentration on

the accomplishment of a task. McGregor's Theory-X and

Theory-Y represent philosophical views of man with Theory-X

suggesting that the leader aust be task oriented and Theory-

Y suqqesting that the leader must be person, or hnman

S~-141-



fl relations, oriented. The contingency model of leadership

discusses two personality orientations, one leading toward

the enactment of task related behaviors under stress while

the other yields person oriented behaviors under stress.

The continqency theory introduces situational variables

which affect the leadership effectiveness of individuals

with each of these personality orientations. The path-goal

theory assumes that leaders may display both types of

orientations. The orientations are referred to as the

leader behaviors of initiating structure and consideration.

This theory then discusses the conditions under which each

of these behaviors mty lead to better subordinate

performance and satisfaction. The path-goal theory suggests

that the leader ext ibit initiatinq structure when

subordinates experience role ambiguity and consideration

when they are performing well and experiencing no ambiguity.

Managerial Grid theory takes a more simplistic view, statinq

2
that both types of bt havior are needed for effective

leadership. Finally, situational leadership theory

suggests when in the life cycle of a work group, each of

these leader orientations of initiating structure or

consideration would be most beneficial.

All of the above issues are pertinent tc, and in many

cases, expanded within the developmental model of

leadership. The human relations and communication

dimensions of organizational maturity underlie a leader's
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expression of consideration behavior. The leader's task-

related or initiating structure behavior is influenced by

the extent to which the leader Fossesses the underlying

dimensions of technical competence and communication

dimensions of organizational maturity. Without at least

some minimal level of development on both of these

dimensions, leaders would be unable to effectively reduce

any task ambiguity for subordinates. According to the

developmental model, situational variables are only one set

of factors which affect the effectiveness of leader

behavior. The model also examines the differential

effectiveness of various leader behaviors over time as a

function of both subordinates' and the leader's level of

organizational maturity.

I r Personli t_

The developmental model also incorporates Fiedler's

idea of different ledder personality orientations by

including of the concept of predispositional leadership

styles. It is hypothesized that such a predispositional

style of leadership is very important in early stages of

leadership development. As the organizational maturity of

the leader increases, rtliance on the pjedispositional style

diminishes.
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French and Pavenfs discussion of the five bases of

power, social exchange theory, and McClelland's theory of

power are all concerned with various forms of influence 1.hat

a leader may use with subordinates. One of the dimensions

of organizational maturity is the understanding of various

types of power and influence used in an organization.

Furthermore, the distinction between leadership and

supervision made by Jacobs in social exchange theory

underlies the developmental model of leadership. The

discussion of informal power structures and the various

bases of power possessed by different leaders in groups are

also discussed by the develoFmental model, McClelland's

concepts of s -power and subordinates sbarital the leader's

power are considered in the developmental model. One of thp

basic theoretical propositions of the developmental model is

that leadership is an ouqanizational process and that

subordinates should also display leadership behaviors. This

aspect of the developmental model is also related to the

ideas expressed in the fout factor theory of leadership

proposed by Bowers and Seashore (1966). These two authors

view leadership 4s a qtoup o( tuoctions which may be

perforsed by other members of the group in addition to the

individual in the officially sanctioned leadecshbi position.



The developmental model proposes that the interaction

of the organizational matuzity levels of the leader and

subordinates is a critical factor in the leadership process.

This is similar to Yukl's proFosal that the efectiveness of

a leader's behavior is influenced by subordinate

characteristics. As ycu may remember, this same idea is

incorporated in the path-qoal theory.

.2gloaja Aa2ecgts -1 Ld h

The basic tenet of the developmental model of

leadership is that leadership in formal orqanizations such

as the U.S. Army is a developmental process. Therefore, the

model encompasses those developmental concepts discussed in

the social exchan9t, vertical dyad linkaqe, and situationalF leadership theories. These three theories c:oncentrate on

the development of indivilual letder-member and leader-group

relations. The orqani•ational maturity dimensions of

communication, undetstandinq power dud influence, and

understanding oue's role in an orqanization are all relevant

to the development of lvader member relations as well as the

ahuman relations dimension. You will tinti that much of the

discussion on the chanqes in leader-m-mbar relations over

timi is directly related to the issuts and concepts

discussed by those three theories.
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Iatcptn Ius~uh
The developmental mod~l of leadership svggests that the

processes of participative management and group decision-

making are important when both leader and subordinates have

high levels of organizational. maturity. This aspect of the

de-yelopmental model is consistent with the corucepts of

shared leade~rship expressed by McClelland and subordinate

participation in decision-making described by Vroom.

From the above discussion, it is apparent that the

developmental model of leadership is a comprehensive model

and one that caii easily inccrporate the ideas discussed in

the theories which you have already reviewed in Section 11.
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general 7heortical .Rrovositionso h

ftyelopmentat Modelj 9_f& eAdesip

_The Interacticno Leader _n Subordi ate oruanizational

maturity

The developmental model can provide more detailed

information on how to become an effective leader than

simply whether or not the leader, subordinate, or both must

gain more organizational maturity. As we have already qoted

previously, the particular course of develcpment of the

leadership situation depends on the relative

organizatioual maturity levels of the leader and the

subordinates. For example, it you are a leader who i~z low

in organizational maturity relative to your subordinates,

then this will place certain constraints on the manner in

which you can "lead" yout subordinates. Consider what types

of structuring beh~avior you could provide for your

subordinates in this situation. Since your subordinates

have a high level of orqanizational maturity, they dre

likely to be technically competent, understand their role in

the organization and be fdailiar with its formal and

informal structures.

Knowledge of the for-mal and informal sttucture may be

*critical to vhat one m~y call task competence. I-

i~sJUS jqh W g"l~-t 'dL e.



Pa&&iular orgai Qj•i. If subordinates know wore about

how to accomplish their job than the leader and feel less

role ambiguity, then it is unlikely that the leader can

reduce task or rol. ambiquity for the subordinates. Thus,

the leader's initiating structure would not likely be

effective in improving either the unit's effectiveness or

leader-member relations. In contrast to this situation,

consider what would happen if you were a ieider who had

already been in a particular organization for a long period

of time and were put in the position of leading a group of

individuals just entering the organization. This may

occur, for example, when a business expands into a new

- office or plaut. In this case, your subordinates would

probably have a low level of organizational maturity. sy

providing structure for individual subordlnates, you could

reduce their level of aut-iquity and this should iacre-se

their satisfaction. This higher Level cf subordinate

satisfaction would likely lead to the develcreent of better

leader-member relations and improved performance of the work

group.

UgireLsposi lQanal Lea d • •kik §tX

a Leader who has relatively low ocqanizational

maturity may find that occupying a leadership position

Screates a great deal of stre&6. Furthetmore. lacking the

V skills of a more organizationally mature leader, the nov

I .i



leader may react to stress by resorting to what mi.y bc

termed a Opredispositional leadership style". That is, when

placed in a stressful condition, the leader resýonds with an

instinctive style of leadership. Intervievs with hundreds

of military officers, particularly newly commissioned

lieuteatants, seemed to indicate that two basic

predispositional leadership styles exist. The first of

these styles is to concentrate upon the task to be

accomplished, ignoring interpersonal problems which exist

betveen subordinates or the subordinates and leader. The

second leadership style is that of concentrating upon the

interpersonal and social needs of subordinates while

iqaoring the task at hand. These two leadership styles

parallel those describ-d by the contingency theory of

leadership proposed by Fiedler (1964). The developmental

sodel of leadership proposes that the more organizationally

nature leader is less likely to resort to such

predispositional styles of leadership. Ibere are two

reasons for this. First, as 4 leader's organizdtional

maturity increases, the leader can control tbki

orqanizational environment of his or her unit and tkus

decrease the chance of a stressful situaticn occurring.

Second, when stressful situatlons are likely to occur, the

more orqanizationally mature leadex is likely to have the

knowledge or orqadziatiooak skills which will give hiv or

her confidence that he or -,he cAn Coae with the Situation.

: -1e9-.



This greater confidence allows the leader to cope vith much

more difficult .ittations without P•rceiving them as

stressful. Thus, increased organizational maturity lWads

to a higher threshold value for perceived strfss. This in

tarn means that the more organizationally witute leader is

likely to handle difficult situations in a lc9ical manner,

relyinq on his or her acquired technical, comrunicatioa, and

htman relations skills with less reliance in an Instinctive

style of leadership.

As long as a leader 's relying on a particular

predispositional )eadevship style, he or she will lack the

flexibility vh'.ch may be needed to handle stressful

situations. For exampie, a new lioutenant whose outt is

:pe~forui,; poorly is told by the battalion commander that

rapid improvement is needed imbediately. Under these

conditions, you 4s a new lieutenant are vwry likely to feel

stressed. It you have a pvedispositiou to act in a task

related fashion., this will Lapsove yout unit'S performance

only if the factors causiug the poot per.foroauce are due to

a lack of Structute. iiuvevw,• it you coctenta~te of task

reLated ,behAvioc when khe poor perforseace is due to

Sintecpet~son~a c -nlict* between ytor -abordinatts o. betwen.n

you and your Subordinates, thun you eiqht act..Lly l 9qtVt

ra.her tbhn aloeviato the Pt

If you were A moce orqar.L-4atioually satqce leader ia

this Zituatiou, you would pQob'aby t0l *telured bt not

r- IS -



stressed. rurthermore, you say have aiceady begun putting4

so.. of your skills to work. For example, you may have,

already started ostablisbiag communication channels to

provide you with feedback concerning what your NCOs and

company commander or other lieutfintents know about the

situation. These same communication channels could provide

you with information needed to assess the informal

organizational structurcs anti identify which of your

~subordinates possess a great deal of influence within your

PI4toon. Knowledge of the iniformal structure whi~ch exists

ii, tour platoon may provide you with clues as to how the

problem say be solved. The possession of these leadership

skills would give you better control over the situation.

~....Thus ycu should perceive~ it as less stressful. Perhaps the

first thinq a leader with lov orqanizational maturity should

do is to coiicentrate upon acquiriog the skills and

kzioulodqe which comprise 'tw six diwensions of

organizationa~. i4toriti. %Giwot wha~t is known about the

iaterrelatibouships betieun the sixi dimtensions, the first

c. wouild be to coactri~tktatic upo~n devel- -ping communication

ant! 4usao~ roatioti±. s-ki.ll. The leader should first 'stt~ept

f to es-tablish qoad co~stjoicatiou with his at her superiors,~

"+.r4, a4 sabordinatwe. only throuqh theze acafunuication

ch:nael: will the lae beabl* to 94i: tbifa-~to

to thb& dim ntaloca of: kaule4'ge otf ocsol andi inforoal

i Ot



2structure, the understaodinq ot his or her role within tbq

orqanizatione and the types of pover or iratluence which are

acceptable or practiced within that organizat~ioni.

ITht lucag~ .2 SborgJAt Level g~ ganizatignal

up to this point., our discussion has been directed

toward the organizational maturity and develcFment of the

leader. Let us now turn to what the develc~mena.al model

proposes concerning the development of orgenizatlonal

maturity of subordinates. Just as a leader sh~ould perform

more effectively with greater organizational maturity, so

should a subordinate. Nevertheless, some differences do

exist. A leadder must first concentrate on the development

of both speakinq and listening communication skills whe~reas

isubordinates must initially develop their technical

competence, and to a certain degjree, their listeninq skills.

f That i~a, to order to perform effcctiveily and to rel'ain their

jobs, most workers 4t ths. non-.supevvis-ory level must (&cut

learn the techeicat skills requiuted to petform theii job %and

lerar to pay 4ttention to thh inastuctioas giveu by their

f 3upervisuors. dudeqtr1  if 4 wocker is to sakt, 4ay major

adV*GCOmeotWs or if th-i- Organi2ational ettectiveas]ý of 4

group is to ioprovia bvyad 4 minimal level, subordicat~ts

must. also Continue~ to dvvelop otbor s~kills. Indeeo't. as the

subordinotes dvtlop cossualcation skills, hqman relations



skills, and an understanding of different types of influence

and power, they may bejin to perform some of the leadership

functions carried out by the officially sanctioned leader of

the group. This is one of the reasons the developmental
model defines leadership as an oanUti_ _ The

leadership functions in a work group can, and should be,

performed by both the leader and subordinates. This is

especially true for subordinates who are high in

organizational maturity. This is best exemplified in the

Army with its NCO structure which parallels the structure of

the Officer Corps. In the platoon, the lieutenant is the

"official", or formal, leader of the unit. However, many of

the leadership functions which the lieutenant normally

displays in the platoon are performed by the Non-

Commissioned Officers when the lieutenant is absent. In

general, these Non-Commissioned Officers often have the

highest levels of crqanizational maturity in the unit.

The Non-Commission*! Officers who perform some of the

leadership functions in the unit will make the lieutenant's

Job easie: if the lieutcnant and the NCO both lead the unit

toward accomplishment OL the same set of organizational

qoals. If the lieutenant and NCO are working toward

.. different goals, then the NCO with his high level of

organizational maturity and intiuence wi~hin the unit, may

cause numerous problems tor the lieutenant.

In order to avoid the problem of a subordinate high in

-153-
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zz organizational maturity leiding the group in a directi~on

counter to the goals of the formally sanctioned leadert the

leader who is high in orgiinizational maturity will often

include these subordinates ais Fairt of his or her "in" group.

if a leader does not reaLize the potential influence of

subordinates with high levels of orqanizaticnal maturity,

then he or she may fail to consult with these individuals.

As a consequence of this neglect, these subordiaates say

feel isolated and adopt goals cotinter to those of the

leader. It you think about your own experiences as a leader

ý,A and the followers who you have included in your "in" group,

you will probably remember them as being the mcst dependable

and effective members of your group. They probably knew how

~' ~,to do their job, who to see to get their tasks accomplished

if problems arose, and h~ad some influence over other members

of the group cven before you included them in your "in"

Ail-1ý group. An organizationally mature. leader can often identify

these individuals quickly and move to take them into his

confidence so ais to make sure that they are working with

his, not against hint. For a leader with low organizational

maturity, it may be even more critical that he or she ber able ~oinclude these subordinates among his or her Oin"

group keu..ae r s . Until the leader becoves more

organizationally mature, those subordinates with high levels

of organizational maturity may yield as such or more

influence over the othet mcmbers of the group.
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I1h Distinction Yetween Supervision an eft hj

When the leader ia'itially enters a work group,

supervision of subordinates is possible due to the formal

authority that is granted by the organization. This process

of supervision is not the same as the leadership process in

which there exists influence without reliance upon rank or

formal authority. Supervision can occuir at either the

leader-individual or leader-group level of interaction, but

the l.eadership process is based primarily upon leader-member

dyadic relationships~. This means that &g~aershiD can

notoc~until the leade dnd group have be en tLogether

e njo uq h for the establ ishment of _qffec.Ljv.E communication

tetween individual subhordinate2s and the 11adgl. This

principle holds true reqard1.!ss of the level of

organizational maturity of the leader and the subordinates.

If you recall Jacob's discussion of the social exchange

Sprocess you will remember that hc makes a distinction

between supervision and leadership. The developmental model

of leadership maintains this distinction. Think about your

own experiences as a leader or a tollower. Have you ever

held a job in which you worked when the boss was there but

slacked off in working when he or she was qcne? Have you

ever been iu a group where the only way the leader could

* control the group cr accomplish a goal was to threaten group

members with whatever P~unishment his position allowed his to

deliver? Have you been in a group where the leader



,I

constantly "pulled rank" to make sure that his decisions

were the decisious agreed upon or followed? These are

examples of situations which are likely to develop when the

"leader" of a work group relies upon the process of

supervision rather than leadership. As you think about it,

"leading" a qroup by supervision doer not require any two

way communication or any knowledge of the suLordinates as

individuals. Since the leader is relyinq upon the authority

granted by the organization, he or she can issue an order

and the group as a whole must respond. However, think about

a leader you have known who relied solely upon this

supervisory process. Did you respect him cr her? What

happened when they were not physically present and could not

possibly find out why a task was not completed? Is this the

type leader you would follow into combat and entrust to

safeguard your welfare or your life? If your answer to any

of these questions was "no", the most probable reason is

r that such a "leader" did not use a leadership approach.

If one is effectively using the leadership process, then

each subordinate should fetl that the leader cares about him

or her as an individual. It is from this bond at the dyadic

level of interaction that a relationship of mutual trust and

respect will develop. it iG from this dyadic relationship,

even if it is only a primarily perceived rather than an

r actual relationshiF, that a leader gains the commitment of

. the subordinates. e•prit d 9 Cog , one often finds

F. -156-
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subordinates performing many leadership functions. Within

* these units, members with high levels of expertise and

orqanizational maturity ccmmand a large degree of respect

and influence. These ,;ubordinate leaders stand at the top

of a group structure which is based upon ability, rather

than formal rank. Stich a highly cohesive group may also set

standards for group performance which far surpass the

normally accepted standards required by the organization.

The hiqh standards are directed at accomplishing goals set

by that unit, such as being the best platoon in the company

or battalion. Furthermore, if a member of the group

violates the group norms, it is not the formally sanctioned

leader who would take action, rather the members of the

informal group structure will attempt to change the

individual's behavior through peer pressure. These factors

will also influence the leadership process.

The above discussion should make you realize that the

development of effective leadership in a work group requires

that the leader and subordinate(s) work together for at

least some minimum period of time. The minimum time

required for the development of group maturity will be

influenced by the initial levels of organizaticnal maturity

of the leader and subordinates. When the leader and

subordinates have high levels of organizational maturity,

V• the lack of a need for individual development facilitates

the development of group maturity. When the leader and/or
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subordinates have low levels of organizational maturity,

then the need for individual development retards the

development of group maturity.

Lea.ersi R AjI th gtion& Za~r&njuin. Keep in

mind that the development of the leadership process which

occurs within a small organizational unit does not occur in

a vacuum, Rather, all of these actions take Flace within a

much larger organizational environment which has numerous

influences on the developient of the leadership process.

For example, leaders of the small work groups are likely to

have goals and tasks imposed upon them from higher levels in

the orqanization. Changes in technology, social values, and

the political situation, within and outside of the

organization, will ultimately influence the functioning of

many woxk units existing in large crqanizations,

particularly the military. These changes may come about

through the assignment ot new tasks, reduction in the

manpower available t o complete a task, or the introduction

of new equipment and processes to complete the work. All of

these factors will influence the micro-envircument of the

work qroup and, therefore, demand some changes in the

leadership process. The developmental model of leadership

does not ignore or deny the existence of these changes,

however, they are outside the primary area of focus of the

developmental model. The effects of these variables are

acknowledged by the authors, and readers should bt aware
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that they will influence the sttuation in which a leader

functions.

As you rea~d the next four units in this section of the

test, it should be rememibered that the changes in leadership

which occur over time will be a function of the maturation

of the ledder, subordinates, the group as a whole, or any

conbination of these three processes. The first avenue of

leadership developsent discussed is that which is expected

to occur when a leader has a high level of organizational

maturity and subordinates have low levels of organizational

I maturity.
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Lea eth kgAu gbj rocess wi&k LieadU J.Uh J&~ qzganizationa

flatujx 1" SubordikaW kQ! in oi!gnizati, B la LLt

This chapter is concerned with leaders who possess high

levels of organizational maturity; i.e., leaders who have

C previous leadership experience within the same or similar

organizations. In addition to having technical competence,

this individual most likely possesses knowledge of the

informal organizational structure and procedures used to

complete a task. Furthermore, this leader would have the

communication skills and knowledge of subordinates' needs

and values which are required to understand haw to motivate

these individuals. One example of this type of leader in

the U.S. Army is the typicdl platoon sergeant. The platoon

sergeant typically has many years of experience ir the Army

-0 and hundreds of hours of technical traininq. The platoon

serqeant usually knows the platoon members individually and

is well aware of their needs and problems. furthermore,

this NCO is usually knowledgeable with respect to the

informal structure and procedures useful in accomplishing a

particular goal.

As you read this section, it may sees that the leader

-' __ plays a rather passive role in the develc~eent of the

leadership process over time. Actually, a loader has sole

coutrol over what particular leadership behaviors are to be

displayed at any point in time. However, changes in the
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subordinates# organizational maturity over time would be a

critical variable influencing the effectiveness of leader

behavior. An :r'tfective leader should take this factor into

account aud chanqe his or her behavior accordingly. When a

leader has a higher level of organizational maturity than

his or her subordinates, the leadership process may be

expected to follow a path similar to that postulated by

H~ersey and Blanchard's 0196q) situational theory of

leadership. That is, since the subordinates have a

relatively low level of organizational maturity, they might

not be expected to initially perform their tasks without

proper quidance frKA their leader. To a large extent, the

leader of a group o f inexperienced subordinates must

concentrate primarily Oil Ldsk-ela~ted behaviors. Thus, to

the extent that the 'eaders can reduce task and work role

tgg ambiguity for their suboudinates, subordinates should

increase their production -.4 ird be more saItisfied. The

_ ~leader's greater organizational maturity N?'culd allow the

leader t o provide the needed stcd~cturinq behavior.

Moroover, a leader who is hiqht in orgauizational maturity

would recognize that ont cailnot com~letel- ignore the

persoaal uetds of subordinatus. Learning how to perform 4

new t~Ask and becullitiq oli ented to a (IOU organization cAn at

times be quite trastrat.ing. This will be particularl~y true

if there is prvssure free superiors within the organitistion

for more capid trausitiou to greater production. The



communication skills and understaurting of subordinate gloals

and values developed as a result of past leadership

experience would enable the leader to alsc provide the

supportive and consideration behavior whicb is expected by

subordinates.

jgaer diLnA.1 Feainh

Initially, the mature leader say interact with each

subordinate in the~ same manner. at the initial point of

contact between the leader and the work qroup, all possible.

leader-member dyadic relhtion.-hips are of the same quality

and essentially nonexistent. At this point in time, the

organizationally nature leader can only exert influence due

to his or her authority as appointed leader. However, this

would be expected only vhtu the work group is new and has

no Informal or tOLsal group structure or informal leaders

with an appreciable aaouut ot power. If there were a chance

that inforta'. leaders might exist, the organizationally

mature leader would piobably identify these individuals.

once these individuals WELO ideatified, the leatter would

interact with thenm differently than witb other subordinates

who have no leadetship influenco.

Ltdadrs who are high in organizational maturity would

be expected to issediattly beqin establishiag cemmunicatioa

ch~anel-s which would allow them, to dssess tht situatiou in

whith thi.4 dre workiug. To this end, the leaders would be
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expected to inttiate 0o01, communications with their

suap r iors, Pe ~!t~ 5. 1 Rd s11O r (Ii na te S. Prcu his or her

stipeciirs the leaddr is~ dble to obtain ioformation regarding

the (.1041S Which the Unit in Cipsc~ted to acccuflish. From

Contacts i t I subordinates, t he lecider would obtain

information Ato u t t htt oi.-formance of ,ndividual

. u bor dind tes. T his intoLMatioP Will enable the leadez. to

determine the d eqrec ot Lesponsik il it y which coull be

assuaed by diif t*rent memb.'rr; of the -unit. As time pasase

and the ieadsEr b~c.,oais more atcquiainted with the subordinates

as individuals, diffecuncvs in the quality cf the leader-

member rclatioriships will devialop. This process would occu&-

faster with a le~ader who is hiiqh in ory-inizational maturity

than with d leddCC who is; low in orqafuzational maturity,

One fact~oL which nay infliuence the manavr in which a

leader treats suburdinateE ie the subordinate's level of

o.-gat 11t ionll mal-tu" it y. Those s;ubordinates who q~uickly

qreater' re5spoasibIlity tor -accomplishinq unit qoals. Given

these subutdinatten qratv-tC uidtlLsta ad IP (I ot tho t~sk anlt

LOrqanizatioOI Ptucedute', the~ leaider may Ferceive tbt1' he

7-- ~~c40 t r uU;. t iý subudintes~ to azsuoe more respoosibility

thda 4 Subordiuactte wbo doe-. hot uadvct~ao hew to function

effectively within th orqanizatioza. Tkhuz. the

U Lordisi4te'%- behallof vii1 4e one factot infiuenciua

whether t h,4 Iloafr-se adei rt I,*tWiot -h ip will be Qoak of



V

supervision and influence b4sei on formal authority rather

than a relatioashik based upon trust and a mutual comtitmeat

to the accomplishment of the upit'ls qoals. As overaL.

subordinatre orqanizational matutity incrleases, an

increasinqly larqer vmbet of the leader-iesber dy.ds are

Likely to bit characterized by mutual exchange relatinnships

rather than suFervision.

is noted, a direct implication from the developmental

model is that neither the developmen# of leader-membet 4yads

nor the changes iiý leader structuring and supportive

behavior are solely a functiont of the leader, per se.

Instead, it is assumed that 'he orqanizationally matu.:e

leader's behavior will chanqe in response to chaiuqes in the

subordinates' behaviors. As subordinates increase the

level of their orqanizatiotrl a~turity, they will probably

uot respond as rcadily tu the leader initiatiag structure as

they did when their level tit or,'anizational matutity *as tow

and they were experiencinq role ambLquity. At thi5 point.

it the leader still 4telm-tt to lead these sutocdinites by

emphasizing task related behavior 40d trying to tell that

bow to do their ios, probleas mo.y develop. These dy4-•# in

-hich thv subordinates have resched a high level ot

ogqdaizational maturity ar nUv in 4 State i•f which tho

optimal leodet-mafber rel4tionship should be differeut trom

that of 4 l.eaderi providing quidaner. to 4PLitr~c4

naive subordinate.

t .+ .



te~jq!L#, ini SUbotdinfites 21 O~ Llp1a t iOnAj

Before discussing the leadership process in situations

in which both the leader and subordinates have a hiqh level

or organizational maturity, two important pcints oust be

noted. First, while tht work group as a whole increases in

edturity, the leader. high in orqanizational maturity will

realize that not all stbordinates will obtain a high level

-of orqani~tional 3aturtL,". The leader will also recognize

that of those sabordinates who reach a high level of

oz(qanizational eaturity, not all will do so at the same

r rtate. Therefore, the leader's behavior towards ditfereut

s i subordinates sbovld not be the sam',. Tbie is aecessary

because subordinates with different levels of organizational

maturity will react diOterently to the i;ame leader behavior.

In established work qroups, these differences in subordipate

orq4iization4l maturity are often reflected in subordinates'

positions in the normal yroup structure. In newly formed

work gcoups, such tora). oryanizational structures will not

yet be estab1ished. A leadet must lecoqnize that this is a

viry delic4te situation since sulordiuatts tho requite

Sbeing discejimi a ted a 4ainst a~d ti•at*4 itequitably.

L4tltfls at soco likoly to %hate doestiot making vith

ubordicatts who demo 0 ate high levUl". of or4afizationl

umturity ,and 4* ebel'rs ot the loanccs "ine group. Vbile



this would at tiist sees an ettective strategy* such a move

may be potentially selt-dofcatinq. That is, if a few

selected subordinuates are openly allowed to Farticipatc in

the clecision-makinq process for prot~less whogo cutcome vill

affect all subordinates, titan substantial resistance among

-.4 "out" group membeors saiy develop. Furthermore, it is

likely that an informal leader with a great deal of

iiifluence among "out" group members could everqe in this

situation.

A mature leader would recoqnize this pLebles and avoid

it in one of two ways. First, the leader might couisult with

"*in" quoup members but take s~ole responsibility for

docisious. Vhe second solution to this problem I.s to

delegate auttori.ty and share the decisioa-gaking pr,,cess

according to focmal ocqamaiz4tiotaIl procedures. This leads

to the development of a form-kl organizaticoal itruct kre

Vhich. includeb PO!;itiuA5 such *3 those of assistaht aaftag~r

or line supeorvisor. The leadtlr can then promote the *are

reliable and :ti~etocced subordinuates' into those yý,-sitioas.

in the silit4ty arg~nization. the WCUS Celtostnt the.se

* -. oro~lly iaoctionvd subordiiuate leadets. A lieutenant can

bfuetit from tht~st formally sanctioned NECC leaders by

deleatIO4 aothotity to them A~d iacludin.q thee 42044 his

Oiam group Ut suoocdanatts~. The litutioatet say 4lso toontit

C~os the ~44s sttuctutt: by beinq a~le te ptooote toliablo

ordca~ it~~hee ormally %Aa~ctioai~d quuordicatg



leadership positions. A4:1 the organizational unit approaches

the state in which most of thz me'bers have high lev•.s of

organizational maturity, these issues may become less of a

problem and more qroup decision-making procedures can be

used.

j~drh within the Lage Oqa~ijgtin~ ýgtv

The reader should not gain the iouression that

leadership effectiveness and organizational maturity can

only increase with the passage of time, Even in work groups

witL a mature and effective leader there is the possibility

of setbacks occurring. Hersey and Blanchard (1969) note

that a group's productivity m4 'ecrease even after reaching

a mature state. A nuimber of variables w.ll influence and

sometimes might even reverse the progress of effective

leadership development. Within the group, variables such as

1the task difficulty, task structure, and suitordinate and

leader personality characteristics will 4u• 6^ikre

leadership process. However, given the larger

organizational environment in which the group exists, a

number of outside forces may also affect the leadership

process. If, for example, a work qroup is assigned a task

which is unramiliar, thea the effectiveness of %.he work

"N performance of the subordinates, and possibly the leader,

will te reduced. In this case, the leader must change his

behavior accordingly, perhaps by providing more structure to
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reduce the ambiquity of the task. A second type of outside

* influence may be pressure from superiors to reduce the size

of the work group and maintain or even increase standard

production rates. These factors will necessitate a change

in leader behavior arid set in motion a cyclic process of

changes in subordinate and leader behavior which sholild lead

ultimately to a new stable leader-member relationship and

acceptable levels of production and worker satisfaction.

As we have noted, effective communication between the

leader and subordinates is a primary factor underlying the

success of the leadership process. Unless the leader is

able to tell subordinates exactly what is tc be done in

language which they understand and is also able to listen

and respond to the needs and problems of subordiuates, then

successful leadership would be nuxt to impossible.

Thus, many factors will affect the attainment or

stability of a leadership situation in which leaders and

subordinates both have high leveis oi (i4.'a Za C.....

maturity. The leadership process which will be mostp effective in this situation will be the next topic of

'tj discussion.

-1R
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Thej Laders§bj Po with Leaders High ip. Orjga9zational

M ; : atui adibrij j__, h inl Organizational Hjtjjjt

•.~

The ladership context in which both leader and

subordinates pssess high levels of organizational maturity

represents the ideal leadership situation. In this

situation, the leader and subordinates are assumed to

interact in a manner directed at m ai a stable state

of satisfactory group performance and acceptable levels of

worker satisfaction. The leader will share decision-making

responsibilities with his or her subordinates where

appropriate and particually with "in" group members who may

perform certain leadership functions in the work group. The

situation is not static, however, due to the fact that many

outside forces will disturbe this state of equilibrium.

4MF Some of these forces such as the influx of a large number ofj new recruits into a platoon may radically alter the

organizational environment to such an extent that a new

leadership development process must occur in order to

maintain satisfactory performance. Other changes, such as a

change in the performance of i single subordinate, may

change the individual leader-member relaticnship but not

radically alter the overall leadership process. For

example, if a single subordinate's performance drips and the

individual no longer acts in a responsible fashion, then the

leader may need to begin strictly supervising the
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individual. This way mean providing more structure or

counseling the soldier for personal problems such as alcohol

or drug abuse. However this will not alter the more general

leadership process in the group, which may be characterized

by delegation of authority to key subordinates and shared

decision-making.

V~jab• s Iffect.ll t h evel_._ojen. oRf the LJeadership

• Proceeig

If a person high in organizational maturity becomes the

newly appointed leader of a group of subordinates with high

levels of organizational maturity, then the development of

the leadership process will depend on variables such as the

current group performance, and the personality compatibility

of the leader and subordinates. For example, if the group

performance is low, then the leader may initially

concentrate upon increasing the motivation of the

3, subordinates by means of patiulaipatie A.9UU-mo u.

This may depend in part on the personality of the leader.

If the leader does not trust people in general, then he or

she may be reluctant to share decision-making until the

"group performance begins to improve. This type of leader

may attempt to improve group performance by restructuring or

reassigning tasks. Given his or her high level of

organizational maturity, it is unlikely that this leader

will attempt changing the group before establishing
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communication channels and gaining information about the

group's past and current performance, structure, and

problems. However, the mature leaaer wil_, be abLe too begin

16A~jnM L~kg than spe vis'jq jR I, much §ýl~ Rerind of

.1time !hA Aa !a4del lo_!w 12 _rga. zationaX i The

mature leader's past experience with informal group

structures, subordinate leaders, and his or her

communication skills, will enable the leader to avoid

alienatinq subordinate leaders.

Partip~tivq • eadegship

Given that the levels of organizational maturity of

subordinates and the leader are comparable, a leader's

reliance upon task-related behavior would prctably fail to

motivate subordinates. Subordinates who are high in

organizational maturity would not experience a great deal of

No role or task ambiguity and therefore would require less job

or task structure information from a leader. Instead, such

•' i.•;:such as shared decision-making and supportive leadership

behavior.

Nevettheless, the leader should provide some structure

in terms of the interpretation of information which is

transmitted from sup,. "iors in the organization. However, in

this type of leadership situation, decisions which concern

subordinate organizational goals would best be made through

-17 1-
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participative decision-making. Indeed, it is at this stage

in the development of the orqanizational leadership process

that subordinates will Ferform many complimentary leadership

functions. Thus, the leader may choose to use participative

management techniques such as "Management by Objectives";

i.e., goal setting by the subordinates with assistance from

the leader. This style of leadership presumes that the

subordinate i! highly motivated and responsible,

characteristics which would bf expected if the subordinate

is high in organizational maturity.

"Above, we discussed the leadership process as it should

develop in situations with a leader high in organizational

maturity. As a student just beginning his study of

leadership, these are situations you will not encounter

until later in your development as a leader. Your first

assignment as an officer will place you in a leadership

situation which initially falls into one of the lower two

quadrants in Figure 3-1 (Quadrant III or IV). That is, in

your rirSt assignment yUu Will G.itCr the .rv A__• Ae d-r

who is relatively low in organizational maturity. We will

now turn to a discussion of the leadership processes

expected to develop in these situations.
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The Leadership woces with Leaders _o q r Qgn!jational

•a•turitv W Subordinates h~qjg in in g zatcnal Matu4.it

Quite often, leaders low in organizational maturity

may take charge of a group of subordinates who are

relatively high in organizational maturity. This reprtisents

the case of the entry of a newly comiissioned officer into

the U.S. Army or a young junior executive into the business

field. The leaders;hip Frocess in this situation may be

expected to develop in a different aanner than the

leadership process with leaders who are high in

organizational maturity. What exactly is meant when we

speak of a leader low in organizational maturity? A leader

may have a great deal of technical competence but still be

low in orqanizitional maturity. Likk wise, such a leader may

be very kno-edqeable of the formal structure of an

organization as it appears on an organizaticnal chart but

still be unable to lead subordinates. What then does the

leader lcw in organizational maturity' lack? In addition to

the above two possible areas, a leader low in organizational

maturity is likely to lack knowledge of the informal

structure of the orqanization (including the actual

procedures needed to accomplish a task in that particular

unit), effective organizational communication skills, and an

understandinq of the goals and needs of his subordinates.

"These are all skills which will be qained primarily through
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j experience.

Leaders who lack development of the above skills will

be unable to reduce task and icle ambiguity of subordinates.

Thus, unlike the situation with leaders high in

organizational maturity, these less experienced leaders

will be limited in their ability to use task related or task

structuring behavior to motivate their subordinates. In

order to restructure a subordinate's task effectively, the

leader must know the resources available in that particular

organization. Likewise, the leader must have knowledge of

the paths available in that organization for the

subordinates to attain their personal goals. This

information will be gained primarily from the leader's

experience in that particular organization.

Leaders who are high in organizational maturity obtain

information from upper orqanizational levels, interpret this

information, and assign tasks to subordinates. Leaders who

are low in organizational maturity should initially strive

simply toward the accurate transmission oi information from

superiors to key subordinates, such as the platoon serqta-ii

4- •and squad leaders. These subordinates who are high in

organizational maturity aLe capable of assisting the leader

in the Interpretation of this information. Furthermore,

until the leider qains a thorouqh knowledqe of his or her

unit's capabilities, procedures, and resources of the

organization, the help of these subordinates will be

-174-



instrumental in aiding the leader's decision-making. Except

f for formal authority, a nev leader may have little influence

over qroup members. The key subordinates, on the other

hand, know the group members as individuals and may have a

great deal more direct influence on the group. Thus, it is

important that any leader who is low in organizational

maturity should respect and make full use of the formal

supervisory structure which exists under his command. This

is ozie reason why newly commissioned lieutenants are

constantly told to use tbe NCO chain of command which exists

+ within their platoons.

DSM~o~f_._q Lfj.Sea dj;LshjI. k~g

The Afirst step in leadership development for a leader

who is low inu orqanizational. maturity is the establishment

of communication links with superiors, peers, and key

subordinates. This will provide access to infcrmation which

will allow the leader to gain knowledge of the subtleties of

tt the organization. At the samv- time, it will put the leade'r

in the position of being able to provide some structure for

the group. Therefore, the leaaer wil-1 gain sse~ lilucu.u;v

as an important part of the unit by virtue of the

information he or she has comuin frou upper orgauizational

levels.

subordinates who have high levels of organizational

maturity and are in the hiqher positions of the formal &ad
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informal group structures may be able to perform many of the

leadership functions needed to maintain group performance

until the appointed leader has become oriented In the

organization. For example, the platoon sergeant and squad

leaders within the platoon are likely to initially perform

some of the leader's duties. The newly commissioned

platooon leader will assume thest duties once he or she has

established the proper communication channels, learned about

the group structures which exist in the unit, and becomes

familiar with the tasks his or her platoon is expected to

perform. Until this point in time, +he appointed leader may

influence the subordinates through the supervision process

and reliance on formal authority but *leadership" without

"reliance on this formal authority is not yet possible.

ie.Atue leadershi. The new leader may attempt to

"lead" the subordinates before developing adequate

organizational maturity and thus, display what may be called

"premature leadership". These premature leadership attempts

are most likely to occur when the leader feels pressured or

when the group's performance is low and the situation is

perceived to be stressful. Unable to respono on tie umil,

of past experience, the leader is likely to act in a

"predisposed" manner. Thus, a basically task oriented

leader may attempt teý provide a large deqree of task

structure for subordinates. Given the leader's lack ot task

competence, it ics likely that the attempts tc structure the
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subordinates$ task viii not be helpful and will be resisted

by the subordtnates. As a consequence, there is likely to

be even more stress and more attempts at providing task

related behavior. In contrast to these reacticas, a person-

oriented leader placed in 'he same situation may react by

being overly considerate toward subordinates and by seekinq

approval and acceptance from subordinates. Since the leader

and subordinates would not have had sufficient interaction,

the leaderls attempts at being considerate or supportive may

be misinterpreted. One possible consequence sight be that

subordinates would have the impression that the leader was

a "phony" and should be viewed with suspicion. Such an

attitude, if adopted by the subordinates, could inhibit the

needed establishment of open communications between leader

and subordinates.

Given either of the above leadership styles, one might

4 expect that the leader's use of subordinates in the

decisionmaking process would also be inappropriate. High

task oriented leaders might attempt to make decisions

without information from subordinates, although subordinates

could very well have vast amounts of information 4hich could

be critical to effective decision-making. In contrast to

this, the person-oriented leader would include subordinates

in all aspects of the decision-sakinq Fcocess in an

indiscriminate aanoer. This latter action cculd serve to

undermine the authority of the, lader's first lied



supervisors who have authority over the sutordinates. A

leader, who is striving for acceptance by subordinates, may

make excessive attempts to be overly friendly and gain

affiliation with these subordinates. As a ccnsequence, the

first line supervisors may perceive that they are losing

their authority. Until communication channels have been

established and the leader knows the capabilities of each

subordinate, the leader will not have the information needed

to accurately judge when a subordinate should be included in

the decision-making process.

LA.RSo._taiAI the 9 K. An additional problem

facing the leader low in organizational maturity mqy be

unrealistic expectations about his or her role in the

organization, or the type of sutordinates bith vhom he or

she will work. For example, d new macagement trainee or

newly commisaliued ofticer is likely to havz spent several

years in a colloqe environment. These leaders may not fully

coelLze that the subordinates they will be leading will have

a very different educational aod cultural background from

their college peers. Likewise. a newly appointed leader may

assume that he or she has much mote authccity over the

subordinates than he or sae aceull ai* Z&. t ?,L :...

Any attempts at leadership based upon these Fceconcetv"I

notions about oneas authocity or subordinates Vill

constitute premature leadership atteupts which will probably

be iaeffectivu. hany of th'rse unrealistic e•qectations such
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as the extent of one's authority, may lead to frustration

and stress as the leader learns the reality of the

situation. Such frustration or stress is likely to add to

an already str'ssful situation and further hinder progress

toward the development of organizational maturity.

is cosnunication cha nels are established, the leader

will begic to realize the problems created ty his or her

false e~p*%:tatLons and premature attempts at leadership. in

effective leader viii take a critical view of his or her

rooe and z.ct cautiously in the leadershiF Fcsition ontil

"gjaininq the oLtyaJ4zational maturity needed to effectively

lead the group. Thus, the most f fective leadership

s-tc4q V for net leaders to adopt would be to first

cotcentrate on inc:easing their own organizational maturity.

This should be done before the leader attempts to sake

changeý ia the gcoup or influence the group sembers with his

or her leadership capabilities. such a strateqy will mean

that the loadet murt conceatcate on developing both vertical

and horizontal cosauzicatioo Chanaeld. In addition. the

leader muGt increase his or her &echaica and

i- .£ _4_n_ W•• . hile tht locmer say be leatrnd tbtouqh

methods such as readiftq technical saoa"l, the latter must

be learned through observing how tasks art actually

accomplished in the organization tn which the leader is

working.

SUner2Ljgkd. ebotdigat . The fist steps in
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achieving organitatiorial maturity are the development of

organizational communicatiost skills and the acquibition of

knowledge concerning the informal organizational structure

and task procedures. The acqis~itioa of these qudlities

vill allow the leader to supervise subotainates sore

effectively but not necessarily lead them. The final step

in achieving the organizational maturity needed to lead

involves development in tte area of human relations skills.

The leader must learp enough about his followers as

* individuals so as to undeistand how to motivate 4nd satisfy

them. While the sore organizationally mature leader must

*learn ab~ut the indjvidtial net~d of subordinates, the

* leader low in organizational maturity must first come to

understand the general values and goals held by the

subordiaates. ?he leader must first examine his or her own

beliefs anti values in order to identify Veiscual biases

which may interteve ic the understandiny of, n

Communicati~ng with. subordinate"~. Why does the leader low

in organizational maturity iaeed to do this? Vecause often

the cultural background of tbo subordiactaz will b-e qutte

different from that ot the leader aod Vters titb whom the

leade- h44 intetrctrad in the 1Faxt. Leadtcs 84Y 4t first rot

lifiderstand thtt tActocu which sotiAwtt thve 4nd threir

collego Poets will often tail to Outivdt* 5utotdiftatekt Vitt.

AS thd 1eAUer 94ibS both a q~ftt[Al 9044CStAddidn of the



subordinates and knowledge of the organization, the

potential for effectively leading rather than supervising

subordinates will increase. Assuming the leader has

adequate technical competence, the leader's attempts at

structuring subordinate's tasks will nov lead to improved

performance. Likewise, the leader's consideration and

supportive behavior will be more commensurate with the

subordinates' needs and have a positive effect on their lob

satisfaction and motivation. Gnce the leader has developed

this level of orqanizational maturity, the leadership

process described for" a ,ituation with ., oth lea.er and

"subordinates high in oiacnizational maturity will likely be

more effective.

The question of the development of different leader-

*1 member dyads for the situatioa in which a new leader enters

an organizationally mature work group raises some

interestiaq issues. A mature work group should have evolved

bQth formal and informal group structure and certain

orq4qiza•iOhIl leadershi&' functions should bc performed by

the subogdinates themselves. In a sense, "in" and 'out*

aqroupy m4y already exist as a tunctioc of self-selection by

grouap members or as a tunction of the structure created by

the previous leadet. A new leader must identify the

existence of s;uch sub-groups. without this awaceoeIsS, a
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leader would be unable to use the group structure to help

achieve organizational goal!;, although its very existence

will affect his or her attemapts to lead. For example, a

group of workers cr soldiers may have divided themselves

into sub-groups of two or more members who operate very

effectively as teams. Each of these sub-grcups may have a

member who acts either officially or unofficially as the

team leader. In this case, the most effective :"adership

strategy for the formal leader of the unit would be to work

with the sub-grouF leaders who would then influence their

sub-group members. It the formally sanctioned leader

ignores the existence of these sub-groups and their leaders,

w he or she may ali/enate tbese sub-group leaders and form work

teams which funtion poorly. If the leader can identify

subordinate leaders and include then in his or hei" own "in"

group, then his or her functicninqg as a leadeE will likely

become an easier task. If, however, the leader develops

an *out" group relationsh~ip vith one of the subordinate

leaders, problems may develop. iherefore, the nature of the

ledder-individusl group member r.tlationships bhich evolve in

this context is even more critical to the effectiveness of

the leadership process thea wt'en an eaperienced leader

,nters the group. Once the leader gains a high level of

orqani•zatioual maturity and can influence the formal and

informal structures of Pbo group, then some Oino group

sembars may become "outO qroup members oE vis4-voesa vwthout
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a decrease in the units' effectiveness.
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iTjS Leadebih Proces jjjh Iqw~iL§ Low J& j ajtol

liaturU "n Ig.orinates .L9l L& 2zsinuU.tD L maturity

flost organizations try to Avoid the circumstance in

which both the leader and subordinates have a low level of

organizational maturity. However, some forms of this

situation do occur. For example, a work group may be

assigned 4 task which is unfamilar to both the leader and

subordinates. it both leader and subordinates do not know

what resources 4te available to their qroup or how to obtain

these resources, then the ability of the grouF to function

may be impaiced greatly. When a newly commissioned

lieutenant enters a platoos in which the NCOs have just been

promoted or transferred from a different branch such as from

infantry to armor, then the leader and the key subordinates

with whom the leader aust interact are both low in

orqanizational maturity. In this case, both the leader and

subocdinates a:e likely to experieace role ambiguity and a

lack of confidence in accomplishing the goals of the unit.

SNeither the new lieutenant nor the PCOs are likely to know

exactly what their job Oltails. They will be of little

benefit to each other in solving the dilemma since neither

has tht skills a4d koowlt-qe neectd to provide structure for

the other. Such a situation is likely to prcduce the mos,

stressful an4 demaudinq leadership setting an individual may

Lace. Sitnce key zubordinatts in the group ate lackieg in

S- •i n
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their ability to lead the gro'hp until the leader can orient

himself in the organizaition, the leader must take command to

provide quidance for the group. If the leader does not do

this, the lower level subordinates will detect the lack of

leadership from either the NCC or the lieutenant and react

in an adverse manner. For instance, morale may suffer, the

subordinates may lose their motivation, and group

performance may drop.

RplianL P a Eia Au thority

When leaders are forced to take command without the

establishment of necessary communication links, the

knovladge about informal structures in the organization, or

having the sufficient time to learn about their subordinates

as individuals, then they will be forced to rely almost

exclusively on their formel 4uthority and the organizational

rewards and punishwents at their disposal. To the extent

that traLninq provides tuchnical competence, the leader can

rely partially upon technical expertise to influence

subordinates. However, without this technical knowledge,

the leader may not be able to adequately evaluate the

performance of subordinates or even provide them with work

guidance. In this case. the Leader may have to spend long

hours of study so that tecbaical %kills may be attained as

20oo4 as possible. Unde. the above condition, the leader

may be exposed te porsoual stress and may resort to a
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predispositional leadership style. Thus, it is possib'e

that the huadn relations needs of the group, or even the

need for task related guidance, may be ignored.

In this situation, the leader must rely heavily on

sources outside of his or her own unit to provide

information related to resources and informal structures

that exist in the organization. For this reason, it is

critical that the leader immediately establish

"communications with his or her superiors and peers. The

relationship that the leader develops with key

subordinates, who are also in the process of orienting

themselves, should reflect a mutual effort toward a common

qoal. Since these koy subordinates will have more

interactions with lover level subordinates, they can providt

the leader with information that the leader would uot have

time to obtain on his or her own. in exchange for this
information from the lover organizational levels, the leader

"should accurately infort key subordinates of all relevant

information from the uppec organizational levels. The

leader can gain this information through ccntacts with

poets, superLoCrs or even subo--, *.%,t v• o ace high in

organizational maturity and ace in other work usits. ?he

leader should also expend the tie to cai:tully explain the

tAsks that the group is to pe•form, express his expectations



of the role of the key subordinates in completing these

tasks, and answer any questions these subordinate

supervisors may ask. If the subordinate supervisors were

high in organizational maturity, a leader could depend upon

them to help interpret information coming from the upper

organizational levels and aid in deciding how tasks should

be accomplished. Instead, given the subordinates' low

levels of orqanizational maturity, the leader will have to

be the interpreter of the information and also structure the

tasks fo" the subordinates.

in this situation, the new leader must take full

command before he or she has established the optimal

communication networks or acquired a complete working

knovledge of the organization. Furthermore, the leader is

unable to rely upon key subordinates for help; rather, these

very subordinates will be looking towards the leader for

guidance. This me~as that the leader must react quickly to

a demanding situ4tion. As a consequence, iz is likely that

the leader would make more mistakes, tzFerience more

frustration, and sl more stressed than it be or she had

entered a Iroup with experitrced subordinate supervisors.

Despite these problems, the leader -ust still master the

leadership skills vhich were discussed ptevicusly. The

order in wvich these skills cn I)e developed will not change

in this situatiou. Only the tate at which these skills ace

acquired miy be increasctd. Furtheramce, there 4cr limit, to

-187-



the control that a Leader has in .reducing the time needed to

gain the threshhold level of organizational maturity needei

to lead effectively. A leader may concentrate on learning

technical skills and attempt to immediately establish

communication channels. However, the time required to gain

subordinates' trust and acceptance vill be a function of

many variables which may be beyond the control of the

leader.

As we conclude our presentation of the developmental

model of leadership in its general form. keef in mind that

the model views leadership as an organizational process. To

discuss the leai, rship process outside of a particular

organizational context may produce a great deal of

ambiguity, Any particular organization has characteristics

which place certain constraints on the manner in vhich the

leadership process will develoF. As an organization. tae

U.S. Army sets a number ot requirements which 4re important

moderators of the military leadership process. Ve will Now

turn to A mote Specific discussion of leadetShi in the

United States Army.

ke



Be giremenjs 2f the MD.Ltj~ Sta~te A~jn

A.'Lty

Like any other organization, the goals and formal

structure of the U.S. Army create an organizational

environment which places particular requirements upon a

leader's behavior. It is this organizational environment

which oakes tf. Army otficurl. vclt, as 4 leadcr difLire t

f rom thaI ot hfadt.rs Lc civilian orqanizatLc(ts. While ther•c

A.LCe 4 number cf similamiti, i between t h4. two Loi-s, as an

Arey otficer, you are likely to have more authority over

subordinates than a leader in a civilian setting. Your

soldiers are on call 24 hours 4 day. while soldiers

normally do not work a tull 24 hours, during times of war or

during field training exercises, these individuals are

alvays on duty and under youz direct authority. In addition

to havinq authotity over your soldiers fox sore extended

periods ot time than civilian leadets, tht extent of your

authority, when you do xerecise it, is also m.scb greater.

Vhen a soldier eaters the Atmy, he or she agrees t.., obey at

extensive set of rule-s ad requlatioos. Thi set oi Zules

and regulatious gives you the power to issue uveerous *cders

to your soldiers, and it is their duty to caty out these

orders to the best of their ability. It soldles VefuO to

respond to these orders, the discipli-azy actioss which you
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say take oc recommend will have more serious consequences

than actions which may be taken in a civilian position. In

a civilian lob, the ultimate limit of your authority would

be to Uire a subordinate. As a lieutenant in the Armya the

disciplinary actions you recomweu4 could ultimately vesult

in a soldier being confined tc a correctional facility or a

dishonorable discharge, which would remain permanently on

the record of the subordinate.

ReER244ibili I

The greater degree of authority granted to an Army

officcr is also accompanied by a 9reater degree of

responsibility. A civilian manageros responsibility for his

or her subordinates is usually limited to tbe time they

Ss~eod on tMe job. As A platoon leader, y~ u will find

yourself not only responsible for your soldiersl behavior at

Svock but Also fao their behavior off-base. If on.e of your

soldiers is involvtd in an 4ltercation off-base, you Vill

not ouly be aotified of the problem, but will often te

expected to take hecess.ty actions- to Correct the situation.

oat possiblQ reason ior the dvqcet Gf Ceaporsibility you

must assume for A soldiorts behavior, is that whether the

soldier voluatoerod oc vws dratted, he or zhe is expected to

remain in the Amy Lor & ainimum specified time period.

Thus, you do tot have available the option of simply firi.;

a trouble-makiuq employeQ. tatha.t you ore e*$ected to sock



with the soldiers and help them solve both jot related, and

to a certain extent, personal problems. bhile it is

possible to have a ,;ldier discharged Lrop the Army, it is

not within your authority as a lieutenant to tike this

action. You may begin the actions which lead to the

discharge, but to do this viii require a well documented and

extensive case. This evidence must indicate that despite

numerous attempts to correct a soldier's actions, the

soldier cannot or will not perform appropriately. The

paperwork and time required to prepare sucb a case place a

constraint on your o;tions in handling a difficult

subordinate.

Just As your soidie-s must obey your orders, so must

you obey the orders trom your coSm4nding officer, even if

you do not fully understand ux agree with their intent or

possible consequences. As au ofticer in the Army, you are

ezoected to set a qood ex4mple for your trocps. Thus. your

behavior on mad oft base t&± expected to reflkct the high

moral and ezLical standacde of dn otficer in the U.S. &tmy.

Other Zactors in tbe Army netting also make the

military leadetshir ptocose- unique. The •qrat number of

rulets ad regulations and tbe formalized leadership

atructure pzevent the use of certaifi leadership techniques

z..uch as q'oup problem Solvi.04. The very shoit time •pma•

availablc tCr tci!uo•4-eakinq dmuibg cm~bat will make any

type of participative m0a44em0nt impractical, TVAe leve of



stress which may arise in military leadership situations is

another factor which distinguishes the officer's role from

that of a civilian ledder. For example, the coobat

situation for which ali Army leaders must be prepared is

characterized by levels of stress seldom approached in any

non-military settinq. During combat you will have almost

absuolute authority and responsibility for your troops. Your

decisions and orders must be carried-out without delay oz

question since the success of the mission is often depende-

on the speed of a unit's actions. This high str##ss

situation for which Army leaders are trained is a major

factor influencing the Army's organizational environment.

Finally, the existence of a Non-Commissioned Cfficcrs corps.

"which parallels that of the Coomissione-d Officers Corps, is

another important factor affecting the leadersbip process in

the Army.

4i•J All ot the factuLs mentioned atore are a part of the

U.S. Army orqanizational setting in which you will function

A:; a leader And A) An officer. We will now turn to a more

specitic tteatment of the ledetsbip process in the army.

6c shall present you vith examples of the leadership process

An)nd %ts development for A newly commissioned k.=:.%4aat in

the &•oy.



Ib ~wvCommissioned Ligen~

-, _a legaal 1_ Or2LqajUWi"oal Maturity

The Newlyj ýgoissiond liuenn

Perhaps no situation more clearly exemplifies the state

of a leader who is low in organizational maturity than a

newly commissioned lieutenant leading a platoon. The new

lieutenant may not be technically competent in the tasks

performed by the platoon because he or she has not received

such training. Furthermore, the new lieutenant is likely to

lack knowledge of the informal military structure and

procedures which may be used to accomplish a particular

task. The new lieutenant may have extensive knowledge of

the formal structure of the Army but, under certain

circumstances, an understanding of the informal structure

and pr6cedures may lie critical in aiding the lieutenant to

complete a mission.

The new lieutenant mny also lack the communication and

human relations skills needed for effective interaction with

senior WCOs within the platoon. The NCO may be such older

and more organizationally mature than the lieutenant.

Similarly, the lieutenant may not have the understanding

needed to motivate and counsel the soldiers who come from a

much different cultural background. The new lieutenant *ay

also find that the NCO's and soldiers are not motivated by

the same things that motivate the lieutenant.
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Finally, the new lieutenant is likely to te very unsure

of his or her own role within the military crganization.

This will be particularly true if the lieutenant has

developed the expectancy that his or ber sole responsiblity

is to lead a platoon. Often a new lieutenant is assigned

numerous "additional" company level duties which require

considerable time. Frequently, this new officer does not

expect such duties and subsequently becomes quite frustrated

with the magnitude of the workload.

•-! The P~latoon

The platoon typically exemplifies the definition of an

organizationally mature group of subordinates. For example,

lmany of the platoon members are likely to have received

extensive t..inlng in their particular area of task

specialization. The platoon, like any group characterized

by high levels of organizational maturity, has a formal

group structure. The NCOs represent formally sanctioned

leaders who have many years of experience in the Army. One

indicatiou of the level of group maturity which may exist in

these platoons is that it is not unusual for the platoon to

have functioned for some time without the help of a

lieutenant as the platoon leader.

The exception to this noru4l state of affairs may occur

when the NCOs in a platoon have just been promoted aiad/or

transferred from a unit which had very different tasks to
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perform. For example, it the platoon sergeant had just been

promoted and transferred from an infantry battalion to an

armor battalion, he may actually have a low level of

organizational maturity. Remember that it is the NCOs'

level of organizational maturity which is most critical in

determininq the leadership ccitext of the newly assigned

platoon leader. If the squad leaders were also recently

promoted, then the sutordinates' level of organizational

maturity for the platoon would be low rather than high.

This will be true despite the fact that the E-1 and E-218

within a platoon may know their jobs very well. the

subordinates with whom the lieutenant is expected to

interact are primarily the NCOs- If the NCOs have a low

level of ocqanizational maturity, then they will seek

quidance from the lieutenant. of course, if the E-1 and

E-2s are also low in orqanizationla maturity, the situation

may become even more difficult.
The Above discussion raises an important issue wlich

must be addresscd. flow ,(,e you assess your owB

organizational maturity and the organizational maturkty of

your. NCOs and soldiers? This question is of prime

importance since this assessment will affect the first

actions dnl dvcisions which you as a platoon leader must

take.
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The 2on"Msmept of Wkutenant'j QLhiational

Tie safest assumption to sake when you take your first

leadership assignment in the Army is that you have a

relatively low level of organizational maturity. Hoveter,

this does not mean that you have no strenqths as a leader.

You may have already begun to develop good communication ýind

human relations skills, and these skills are very importtant

when a leader initially *nters the platoon.

The tirst question to ask yourself is "Am I technically

competent to perform my job". To answer this question you

* may biýgin by reviewing the technical material which is

relevant to your assignment. Do you really know this

zateri,.j? Could you apply your knowledge ot do you only

A under..ztand the. theor'.- it volved in the lot) I f you have

answere4 "'Ies" to toth oi thc above questions, then yo" have

passed the tirst hutdl'. The next guestion is: Do I

understand -:he technical sk4lls required of *) sabordinates?

To answer thl.s you cari 1)ok At tht fiold sanuals which are

elevant to the tasks pedtorm(d by tt1i mewbers of your unit.

While it is not secessary tha•t you shouid be ttle to perform

All of the tasks that sulorditatts pvrforr, ycu should have

* the ability to avaLuate vhttther or not they 4ar d•aOn theo

"job propcrly. Rlecali the previous example of the football

coach. We noted thit tht coach did no' have tc phy 4e. ve

a quarterback, but it was necessary that 4e 4xrs.and



exactly what the q.iarterback needed to do int crder to win a

football game. You should dsk yourself if you know enough

about the jobs performed by your platoon members to provide

the guidance they need to function as a *winning team*.

When you can answer all of the above questions in an

affirmative Madnner, then your level of achievement on the

technical competence dimension ot organizaticnal maturity

will be quite high.

The next phase of self-assessment pertains to

commiinic4tion and human relati-ns skills. That is, do you

listen carefully and understand your subordinates, peers,

and superiors? Do you speak clearly and at a level that

your subordinates understand? Do you understand your own

cultural biases and those of your troops? Steps for

development of these skills are found in Section IV of the

text.

It is very important that t he newly commissioned

lieutenant develoi his or her technical Competence,

communication, and human relations skills early in his or

bet career as a leader. while tjiesc skills viii continue to

develop over the course of time. Sose threshold level on

these three dimensions must first be reached so that

development of 4dditiontl skills a4y tske place.

To aaetis vhether you have 4 kuowledqe of the iafotsal

orqgaizatioual sttuctutuv 4d proceduris, you can ask

yourselt a auabt of questions. Do I have access to the
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"g&Jrapevine"? Do I have any contacts which will allow me to

obtain such information? Do I know which members of my

platoon may act as informal leaders and thus have influence

over other members of my platocn? Youc NCOs, troops, and

peers are a good source of this information. Further

information about this dimension can be found in Section IV

of this text.

The final two dimensions of organizaticnal maturity

concern understanding the use of power and influence and

your role as a lieutenant. The material presented in

section IV will provide basic knovledge and skills that

should be sufficient tor your initial assignment in the

Army. Thus, ii you learn this material well, you will have

an adequate level of competence in these skills. To reach a

higher level of organizational maturity you must actually

gain some experience in your unit. Below are a list of

questions to ask yourself when assessing ycur level of

competence. in these areas. First, how wel1 do you use

various types of power and influence in different

situations? Do you rely too heavily on your rank or formal

authority? Do yuu fet.L comfortable in vout role 4s an

officer? Do you know exactly what is expocted of you by

your commanding ofticer and your troops? Do you deleqate

authority? Do you avoid the development o! crisis

nituations by lonq caaqe Plauging?

. '8



SogldierEo . With respect to the enlisted Fersons in your

platoon, it is important that you have some knowledge of how

competent these soldiers are in performing their jobs. You

can obtain the information needed to assess these

subordinates# technical competence from their Ferformance on

the Skill Qualification Test (SQT), together with your own

observations of their performance du.cin9 field exercises.

;lu addition to assessing the technical competence of these

subordinates, you should also assess their ability to listen

and follow instructions and their human relations skills, in

terms of their ability to work with other platcon members.

You can assess the level of competence of your subordinates

on the latter two skills from your own interactions with the

soldiers and by asking your R-Cs about each soldier.

S.g-2•iEmssiLed of icejs. More isjortant than

assessing the organizational maturity of your enlisted

personnel is the evaluation of your platoon serqeant and

squad leaders. You should be able to assess their: (1)

technical competence; (2) communications skills both with

respect to understanding your orders and communicatiuy with

their subordinates; (3) human relations skills in terms of

handling problems of poox work performance. social problems,

and personal counseling of the soldiets; (4) awareness at.d

ability to oake use of informal structures and Vrocedures in
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the platoon or company when the formal structure cannot be

used and d mission must be accomplished; (5) use of proper

methods of influence, .such as not coercing troops

unnecessarily; and (6) understanding of their role in

leading the platoon and their capability to make good

decisions when they are delegated a task.

To obtain the infcrmatioch r-quired to evaluate your

NCOS, you must first establish good communications with your

company commander and other lieutenants in the company. If

possible. you should also contact the officer whom you are

replacing to obtain his or her assessment of the NCOs.

Another avenue tc explore is the examination of the

plat3on's records. There you will find data concerninq how

long your subordinates have been in the unit, thel.

particular specialization. and an evaluation of how well

they performed in traininq. Some of this infcrmation can be

obtained directly from convexsations with each NCO being

evaluated. &nother source of information will be your own

observationz. Do your Kcos complete the tasks you assign in

4 redsonable period of time? Were they done correctly the

S I| tirst time? ilave you been required to constantly chock-up

ov your K(Os in order to keep them wackiag? Bave you found

that your troops have a high degree of respect for the NCOs?

Have the KCos ttained the •toops well? Did they sees to

handle problems between the troops adequately or have you

had to foostantLy intervene in solving these Fcoblems? If
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the answer to more than one or two of the above questions is
"no" for any of your UCOs and they have not been in their
position tor a long period of time, then they may need more
time to reach an adequate level of of organizational
maturity. If after they have been in this role for more
than 3 to 6 months and still show no signs of improvement,
then it say be necessary to begin performance counseling

with the NCO.

In some cases you may find that an NCO does not perform
well, not because of any lack of organizaticnal matt.Žrity,
but simply because he or she does not care to do sio. In
this case, you are dealing with a problem of motivation or
attitude, rather than a la:"k of skills. While such a
problem may lead to many of the same s.*Ftoms menkioned
above, it may require more action on your part to bring
about the change in attitude needed to improve these MCOs,performance. information relevant to working with an NCO in
this manner is discussed in Section IV of the text.

The guidelines above will serve as 4 beginning for
assessing your oQw organizational maturity and that of your
subordinates. You will certainly be able te add numerous

other steps or procedures to the process as you develop yourcapabilities 4s a le~der. It is important to note that such
an assessment should be one of the first ste~z taken upon
onterinJ any n.aew leadership positioa. You wall find it
advantajeous to do some "pre-thinkiag- about these
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questions.

pevelopmen 2.1 ZIf!tA 1"id4~~i

sunicatJo hAnne. From what you have ,.tready

read, you should know that the optimal strategy to follow

when you enter your unit is to first establish good open

communication channels with your company commander, platoon

serqeant, and fellow lieutenants. Your first ýontact should

bc. with the company commaoder. During the initial

discussion with the company coiamander, you should clarify

the company commander's performance expectaticns of you and

your platoon. In addition, you should gain as cuch

information as you can about the company commander's current

evaluation of your platoon sergeant and cther NCOs. IHave

any problems existed in the past in your platoon? Nov does

your company commander run the company and what is his or

her philosophy of lealership? During this meeting you will

probably be assigned a number of "ddditional duties*. It is

important that you ask your company commandvi to clarLfy

what each duty entail. or where you might be able to obtain

this intormation.

Your next dtep i•hould be to talk with the lieutenant

you are replacing and/or the other lieutenants in lour

Company. Try to find out as such as possible about the

company, dad your platoon. At this point in time, you
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shouldi be ready to meet your ilatoon sergeant. This meeting

is of critical importance. Your platoor, sergeant is likely

to be a big factor in your ability to succeed as a leader.

The platoon sergeant will h4ve a great influence over the

members of your platoon and may also have extensive contact

outside of the platoGn, even to the extent of communicating

directly with your company commander. Make it clear at the

initial meeting that you need the full sutport of your

platoon sergeant.

You. platoon sergeaot should be able tc acquaint you

with the manner in which your platoca normally functions.

Try to recognize the strengths and weaknesses of the platoon

from his or her report. this sergeant may also be able to

give an assessment of the personnel in your platuon. The

primary purpose of your initial meetings with the platoon

serqeant should be to qain inforuation AI" j -_0

d~~~ pr~ ý!!jgjjaj Vh~ai'- kn lhj 21419-9a If You fin'i

that your platoon sergeaut i5 extremely low in

organizational adtuvity, then you may have to seek help from

other sours.s. In this 0:ase, you should try to obtein

information and quidance irom other seuiot N•-%O in the

company. including kitec platoon "trqeants. These other

platoon ,seryedts miqht tcl! you bow their platoons novmally

fuUction and 4leCt you to 4ny t.tiCulIX actions you Niqht

take which co•ld improve the functiouiaq of ycur platoon.

Communtc4te both directly with the soldiers sud with
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your NCOs concerninq the soldiers in the ilatoon. The

infor•ation qained through these channels, coupled with the

your initial obs-cvations of th. pectoriances of both the

NCos and soldiers, will beqin to provide you with the

knowledge needed to understand what must be dcae to motivate

the soldiers and $COs and improve your unLt's effectiveness.

Leadet- trdindt, F n If you wish to

actually lead the Flatoon based upon your personal influence

rather than supervise the troops and relyiag uFon your rank,

then it will be necessary tor you to have some knowledge oi

each soldier as an individual. This is 4 j:rerequisite :or

tr-ue leadecship because leadership influence is based on

individual leadeL-membeo relationships. It is through those

"relationships that you gain the power to intluence soldiers

without :3trict :£liance on formal authcrity. The

development of such relationrhips., however, takes tmie and

you must initially rely upon the formal authority accorded

your rank. Furthermore, the relationships which evolve must

be that of 4 ltedet and subordiinate, 4ad not the
--=buddy-u~dy" tyf• relatiotbip you develo; with peers.

The lea hurdin~ate aurt of the relaticnship say bv

critical ta ttacs of combat *ben it becomes necessary for

your orders to be followed without hetitatioo. If you 4bd

your soldiers have dtveloped a Obuddy-buddyo typeC of

elaPtonshipo thev .hit may tree that they ace your equal

ratheL than your bordin4to Q-4 mioht question your orAer3S
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in a critical situation.

0b4 91 9" grQj The development of wbud4y-

buddy" relationships betveen you and your soldiers is

likely .o result in criticism from the NCOs for several

reasons. First, you art suFposed to use the NCO chain of

command. Your NCOs are likely to consider the soldiers in

the platoon as being their subordinates, and in many vays

they a-e correct in eakinq this 4ssuupticn. The MCOs must

maintain authority over the soldiers. If you bypass the

NCOs and issu,: order.-; directly to the soldiers or become

overl' friendly witb tht soldiers, then you say unaermiue

the authority which the NKos need to lead thn platoon in

your absence. It i% iMportant thot you develcp this SCC

chain of command so that it functions in a very efficient

and effective manner. You say often be abseat from your

platoon due to alditioa4l duties- at the conjany level 4nd,

-in thee iustance:;, you mu.;, rely upon your KCOs. They must

have the Acthority to c4zzy out ccrtain leadership functions

so that yout 4b.eucv W;ll got diszuvt platocn erforsmauce.

If at ll possibli. tell fcut 1l4tooo sergeant whbt eed0 s to

be accsmplxshe4 and theiýn 4110% hib &ad the squad 14lde'• to

azsiqu the necos-ari ".sks to particular sol4ie* in the

-latoon. Tho poa.iblw 4zcpt iou to this course oa -action

Vwill occut Vhca your 4ýs: eent revkala that your pl4toob

serg*tAnt ha-• 4u vxt . rtm &Iy low Ievtl of ot•tqai%•iOcl

maturity ot simply cetu-:.t to accept the re spooibility that

: -205-.
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his or her position requir•e. If the NCO has a low level of

organizaion,il 24turity, thbn you must work to develop Lis ot

her leadership sKills. It you find tha, your platoon

serqeant is not lackinq in ability, but still is not

performinq his or her job, then you may have to temporarily

perform the NCG's job. You should talk to the NCO, and try

to motivate him oL her to accept responsibility as the

platoon serqeant. If this counseling fails and you are left

leading the platcon with..iut the sergeant's helý, then you

should bring the VrobLep to the attention of youE company

coiaander.

._ •eadersjhi. It yot prematurely attesp, to

!lcd or chaaqe the matiner in ahv:h yout platoon is

functioninq. you may tind that your suggestions will be

"followed only wheti issued 4s direc:t ordcrs. furthermore, if

you do aot h.wve 4 qreat d4.Al of both technica!. and task

•.oapete~nce, su•.:h oz de; may e.ul t in less effectjive

functio ,tIq of the platoofl. In *hi! c4se, the soldiers ;kad

,CUs who h-tv. bttn ez rtarmitq thtir jobs for some time imay

feel tes-e mtsep tOW4!d you. In 4dri.t'ou to teistinq your

niutL41 itfttct1ivr suqqe!%tii)*us, thwy way alsu resist later

4 tL•e•Vf. 4t ch4n,'p wh AA could ,itua ily t ad to more

e f et Svcta V' 1 In trctjionia. !iurh rte:,tment &is likely to

ýVtv ytlut -AD youtr -1 -4tl IP4Thuet :a 41 at; ho

IL id tfl:-4t t Pa.



This type of preMature leadership would he expected to occur

if you have a predisposition to be ta•sk oriented and enter

an extremely stressful leddership situation. Ihis may occur

if you enter a platoon which is performinq Fcorly and your

company commander sets Extremely high performance

expectations for you and your platoon,.

If you are a person oriented leader, you may react

quite differently under the same stressful conditions. You

may feel that the best way to improve performance would be

through the improvement of the human relations climate

within the group. Problems may occur if the senior NCOs

perceive your behavior to be too "buddy-buddy" with the

soldiers. This may be an easy trar to fall into since the

soldiers are often closer to your agC than your senior NCOs.

The soldiers may also appear less threatening to you and

consequently you may find it easier to interact directly

wth them. TVe soldiers themselves may view your actions

vith suspicion if adequate time has not passed for you to

actually know them as individuals. This suspicion may cause

the soldiers to view you as a "phony". It is critical that

you evaluate your leadership behavior to determine if it is

a personal. reaction to stress.

u_. •i~ernce:;. Uoderstanding the needs and

values of your soldiers' is important. You will find that

your soldiers have backgrounds different from your own.

Their background will influence their motivation and what

-207-



they value and respect. You must understand this in order

to lead your soldiers based on more than just your formal

authority. This will mean that you must interact with, and

gain an understanding for, individuals with various cultural

backgrounds. There may be language barriers which you must

overcome in order to communicate with these soldiers.

o Cnsein"- An understanding of the value systems of

your subordinates is a!so required before you can conduct

counseling with these individuals. You will find that a

significant portion of your time will be devoted to

providing performance and personal counseling. One step you

should take shortly after entering your platocn is to ask

your company commander and the Chaplain what referral

services are available when your subordinates' problems are

too severe for you to handle. The chapter on human

relations skills in Section IV of the text will provide you

with quidelines on recognizing when a referral is necessary.

Limits of YQ Authojitl

You must learn wnat actions are considered to be appropriate

for handling the various problems which arise in your

platoon. If you fail to exercise the pioper authority, your

troops may pertcive you as weak. If you overstep your

authority, you mdy find yourself in serious trouble with

your superior officers. You should also recognize that it

would be uuwise to rely solely upon your rank or threats of
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imposing disciplindry action to motivate you: troops. such

a reliance on formal authority may lead to a lack of respect

for you as an individual. kRe~eated use of punitive actions

might result in your soldiers perceiving you as a coercive

leader.

Inforal oganizational Structug

At some point in time, you will probably discover that

in addition to the tormal organizational structure there

exists an informal structure within your company. While it

is important that you are aware of any informal structure

which exists, you should always try to use the formal chain

of command. An informal structure may exist to enhance the

accomplishment of formal organizational goals. However, to

effectively use such a structure requires that a leader have

established extensive communication networks and be faviiiar

with the informal procedures and norms which exist in the

company and battalion. Attempts to use the informal

structure without this type of knowledge will be largely

ineffective. This is an important reason why a newly

commissioned lieutenant should always use the formal

organizational structure whenever possible. If the use of

some informal organizational structute seems imperative to

the accomplishment of a mission, the new lieutenant might

best rely upon his platoon sergeant to handle the situation

or should at least consult with this NCO before taking any

-209-
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action.

within your platoon, you may become aware of the

existence of sub-grotips of zoldiers and informal leaders.

If this informal. str~ucture creates problems that your NCOs

cannot re~olve, then you must take action to either modify

this structure or. orient its members toward the

accomplishment of your platoon's goals. This may involve

trying to gain the cooperat ion of informal leaders or

possibly transferring then out of the unit. In dealing with

your soldiers, particularly those who are likely to be

informal qroup leaders, you must be careful to reward them

oiuly for bebavior directed at achieving the organizational

goals which you are working to accomplish.

-210-
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TIM

S- J 1v: LIADMSHIP SHILLS

In.&rod u ction

Such o&' vhat an officer in the U.S. Army must know can

only be gained through the experience of leading soldiers in

an actual Army s..tting. However, there are a number of

steps you may take while in BOTC to prepare yourself to be

an effective leader. The knowledge which you have gained

from reading the reviews of current leadership theories

(Section I1) and the presentation of the develcimental model

of leadership (Section [II) should have oiven you some

important insights into the leadership prccess. The

developmental model should have provided you with a broad

perspective from which to organize your thoughts about

leadership and help you leoaE from your ezjeriences as a

leader. This inclodes experiences, not only after you enter

the &rmy, but also in any leader~ship position which you

currently hold.

lo addition to gaining a qeneral iosight into the

Leadership process, you should also develoF your skills in

each of the six diwonsions of organizational snturity. This

last section of the text includes chdpters which discuss the
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skills required for the development of effective leadership

and exercises to facilitate your development af these

skills. The chapters coincide with the dimensions of

-rganizational maturity and include material ccncerning:

1. Technical Skills,

"2. Communication Skills,

3. Human Relations Skills,

4. Understanding of Formal and Informal Organizational

Structure,

5. Understanding of Different Types of Power and

Influence, and

6. Understanding of the Role of the Newly ConAissioned

Lieutendnt in the Army.

Let us now turn to the training of these sit skills.

We vill discuss some basLc skills you need to master, some

guidelines to follow, and questions you should ask yourself.

You will also have an opportunity to view and/or participate

in behavioral demonstrations which will give you an

appreciation for these leadership skills. It is important

to note that these behavioral demonstrations are uot games.

The &itU~tiOnS Which are presented in many of titese

exercises are real problems which were described to the

authors by newly commissioned lieutensats in the U.S. Arty.

Remeabwr, it is quite hikely that yo," will find yourself in

very siailar situations after you have received your
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commission. While you will probably make at least some

mistakes, the material contained in these next six ý;hapters

may enable you to make both fever mistaker and mistakes

which are of a less sarious nature. Furthermore, when a

problem does arise, the skills you have developed will

provide you with i vider range of possible corrective

actions and increase your chances of successfully solving

the problem.
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ja•troducti9 on j hj

The exercises which follow each chapter in this section

of the text represent a sequence of critical incidents, or

situations, which a vewly commissioned lieutenant can expect

to encounter upon entering the Army. In the exercises, the

students will assume the roles of a newly commissioned

lieutenant and other members of Company IYZ. The students

will be provided with a great deal of information about the

structure and functioning of this hypothetical company.

Although the company itself is hypothetical, the situations

in each exercise pertain to real situations encountered in

the Army.

In an attempt to Pake the exercises realistic and to

parallel the continuity and interrelatedness of events in

the real woLId, the exercises are also interrelated. This

interrelatedness is developed by use of the common context

of Company XYZ and Platoon A in most exercises. Information

presented in earlier exercises will be relevant to tasks

Serformed in later exercises.

Another important asp.ect of thc sequencz ef exercises

is that the later exercises tend to become more complex.

Tnis increase in couplexity is built into the exercisea for

two reasons. First, as noted in the text, the leadership

skills needed by 4A Army officer are interrelated. The

development of more complex skills depends uýon prior

"-2 14-
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developmeut of basic skills such as communication skills.

The later exercises concentrate upon the more complex

leadership skills and thus, rtflect this couFlexity and the

integration of basic leadership skills. Furthermore, in the

actual Army setting, the new platoon leader's perception of

the situation in which he or she functions will increase in

complexity as information is jained over time. Exercises

which follow the later chapters in the text also depend upon

the greater amount of situational infcraation which the

student gains from the completion of the earlier exercises.

This greater amount of information will provide the student

with a more complex and realistic view of Platoon A and

Company XYZ.

jjtroducqtin jo h insig .

SOME OF THE EXERCISES CONTAINEr IN THE TEXT ARE TO BE

PERFORMED BY GROUPS O' STUDENTS. A CERTAIN ARCUST CF ROLE-

ACTING IS REQUIRED IN THESE EXERCISES. INITIALLY, SOME

STUDENTS MAY DO THIS BETTER THAN OTIHEOS, HONEVER, ALL SHOULD

IMPROVE WITH PRACTICE. THlE ACTIVE PARTICIPATION Of ALL

STUDENTS IN THE EXERCISES VILL PROVIDE THE OPTIMAL

OPPORTUNITY FOR LEARNING, REGARDLISS OF THE STUDENTS$ ROLE-

ACTING ABILITY.

IF THE INSTRUCTOR WISiHES, HE Of SHE MAY HAVE ONE GROUP

OF STU0EbTS PEIRFORM THE FGLLS IN IROl8 Of THE CLASS WITHI TilE

OTHER STUDENTS ACTING AS UOSERV•RS. IN THIS CASE, IT WOULD
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BE BEST TO HAVE DIFFEP9NT GROUPS OF STUDENTS FOR EACH

EXERCISE TO ALLOW THE MAXIMUM NUMBLER OF STUDENTS TO PERFORM

THE ROLES. IT MAY BE BENEFICIAL TO HAVE THE MORE "SERIOUS"

"OR "MOTIVATED" STUDENTS PERFSJRM IN FRONT OF THE CLASS FIRST.

THIS ARRANGSMENT CF ONE GROUP PEP CLASS PERMITS EXTENSIVE

CLASS DISCUSSION AFTER THE EXERCISE IS COMPIETED. CLASS

DISCUSSION SHUL CENTE_4 Qg gfFj~~ OV TH OLE R

LT. JO.S, AU NO jjý•_jN 9_.jIC`ISM "{ 1_1 ACTOR A2 AN

I .NLV IYIAL. If PERFORMING IN FRONT OF THE CLASS IS USED AS

PUNISHMENT FOR CLASS BEHAVIOR OR ATTITUDEI I WILL DECREASE

TUE EFFECTIVENESS OF THE EXERCISES.

A SECOND TYPE O EXERCISE ARE THOSE WRITTEN FOR

INDIVIDUALS TO PERFORM CN THEIR OWN. THESE EXERC I:ES

CORRESPOND TO O.RGANIZATIONAL LEADERSHIP DIMENSIONS WHICh ABE

MORE KNOWLEDGE-ORIENTED THAN SOCIAL SKILL-ORIINTED. AFTER

INDIVIDUAL STUDENTS HAVE (OMPLETED THESE EXERCISES, THEY

SHOULD PRESENT THEIR ANSbiERS TO TH! CLASS ANC EXTENSIVE

CLASS DISCUSSION SHOULD FOLLUW.

SOME OF THE PROBLEM SOLVIUG EXERCISES ARE RELATIVELY

UNSTRUCTURED. TilE LACK O STRUCTUOE IN TUESE EXERCISES

ALLOWS TilE STUDENT MAXIMUM FREEDOM TO OF CREATIVE AND

INNOVATIVE IN PROVIDING SOLUTIONS TO PROBLEMS. FOR SOME OF

THOSE EXERCISES IN WHICH THERE IS NO OUJECTIVE SOLUTION, A

SSELF ASSESSMENT SECTION 15 PVCVIDED FOR THE STUDENTS. It

TIlE SELF ASSESSMENT SECTION, CNI ON HOOE PIUSSILE SOLUTIONS

TO THE PPOBLEM WILL BE PFESEN10. Tile SOLUTICNS FROViDED IN
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THIS SECTION OF THE EXERlCISE REPRESENT A REANS FOR THE

STUDENT TO ASSESS TiHE ADk.QUACY OF HIS OF HEI SCLUTION, AND

ITS UEASONABLENESS IN A AlLITARY ENVIBONFENT.

OTHER EXERCISES ARE FOLLOWED BY A SET CF DISCUSSION

QUESTIONS O A NUMBER OF QUESTIONS PEQUIR ZNG OBJECTIVE

ANSU"SS 3ASEO UPON INFOBOATICN CONTAINED IN 'THE EXERCISE.

EXERCISE I ANC EXERCIESE 2 ARE EXAMPLES OF THIS TYLPE OF

STRUCTURE. IN THESE CASES, THE STUDENTS# ABILITY TO ANSWER

THE QUESTIONS WILL SERVE AS A MEANS Of ASSESSING THEIR

,EPFORMANCE. IN ADDITION, IN SCME POLL PLAYING EXERCISES,

OTHER ST-UDENTS I.S. ACT AS OHSERVEINS WHO PROVICE FEEDBACK TO

THE INDIVIDUALS F:EPFORNING A PARTICULAR ROLE.
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We have stated el.ewhere that the puzFcse of this

course is not to teach technical skills. flowever, it is

appropriate to discuss the kinds of skills you will be

expected to know when you beqin officer basic training.

Many of these skill3 are very basic and may even seem

"tr'vial. Ihowevet, each is an important ingredient for

effective leadership. A! a college graduate, you will be

expected to possess basic skiLl3 in your I•dot area of

study. In addition, you will bc expected to have certain

technical skills reqiairel of an Army officer. As a new

officer, yon will be exp•.ýct.-A to know how to march and how

to lead a group of soldiers in various typcs of marching

drills ann ceremonil execcises. You will be expected to be

f4miliar with the rules and requlations ot the Army,

Sincluding the A.pioptiate dress. codes. With respect to

technical skills rcquired ot an officer iu the field or in

cUobat, you shoulI know hoW to rV ad a map Ind us• a coMpass.

Aft•r all, woold you wat to follow a leader who led you

around in circlesý You should qlso be familiar with various

typts ot communication hardware. That is, given tt~e

A• importance of the coordinating role that a lieutenant is

expected to fulfill in combat situations, you shouli be

familial with the opetition of radio un its and fiald

telephones.
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This is certainly not an esbaustiv; list of the

technical skills that must be loarued during RCTC service.

Rather, it Ls presented to provide you with an idea of the

level of technical skills a nev officer is expected to

possess upon entering the U.S. Army. To gain a better

understandinq of the specific technical skills required, you

should etamine the U.S. Army soldier manuals. You may be

expected to possess technical skills which are equivalent to

those discussed iu the soldiers' manual for skill levels 3

or 4.

i'J

•-
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92MMUDg~lhi Mile

The process of etfectivc communicatior, is perhaps thQ

most isportAnt sringle? process of lead'qrship. This is true

because thie veŽry defifltiotq of leadership is sta~ted in terms

of influencinq othq-rs. 'To do 'ýhis, one musit be able to

iisv-eri carefoliy tc the needs qf cthers and then respond to

the& by comannicating in si aaneL which they undeustand.

Eftfective comirunicaition becomse atsolutely critical in

cotibat ~A vhr i~1Ž:suvthorstoo~I order say cost the lives

ot hundtreds of treops arol pE-evwat the succcss of an cintirip

aissiou. As alleutýr-aan, you will be Qxppcted to

Consuaicate iq fdctv-'U-f4Ce situations with your~

subordiinate.s, Fus ant superiucs; to sake preseutations to

qtuso soIdiere. ducinq t.-imiiinq; 4ndto 1 un(eiFtaud and

COmP-)StC v.1L'ou! writte~n COUGtmfiC~tiogf~ 4ud OrdQC5.

It~ the~ pa;'. yoq h*ve uotdoubtedly expt~rieu~ced problows.

which Occucze- is a result of yuoo COANUL4C~ticas. erh-is

you call tecil 4t pof~t.ur' Vho. aitbouqb posis;n 4 va

kvo~dq&a .4 pa f.eia-1t 4rt4a v4±? uan ccet;:tul in teachizq

L ti: A kt) i It y t i pr,: dca LtaiO914tiOd L 40

u~n~bir nn~,. ii~tily 4 ~44O S~ he

t WC:Aft 'CAt I ~ i I UOeou u tilL 4t 1e4djng bg(.4usv, of

401fiCUl'Y Ln U CmGSUn.C.ctiU4 i t~v"tle I Y- osui.L

L A 44t f:l t toui -- i Ii !h( U346ttaviaq of jovec a 1,



influence, and utilization of efficient decision-making

processes. That is, conmunication is a basic skill

underlying all the dimensions cf organizational maturity.

Suppose that you are in your first assignment as a

platoon leader and you are to have a weapons inspection by

the company c:)mmander the next day. Unfortunately, you

cannot personally supervise preparing the weapons for this

inspection because both you and your platoon sergeant must

accompany part of your platoon on a mission in the field.

You must decLde which of your squad leaders should be

responsible for determining that the platoon's weapons are

ready for inspection. Remember, if the weapons fail

inspection it will be you, and not the squad leader, who

will be held responsitle by your company commander. How are

communication skills related to this problem? First, you

must have a great deal ot information about the squad

leaders to decid. which one to choose for the job. Sitch

intormation will be available only if you have established

good communication channels with your platoon sergeant and

other members of your platoon. This ijnaglia-tqg. iIt -he.ga

_•eU.s -q2od _ifjj__. sq ils. Furthermore, once you have

selected the squad leader, the success of the cper-ation will

depend upon that individual's understanding of exactly what

must be accomplished. Thi:; will depend upon the clarity of

your orders. Critical. incident I presents a good

illustration of an officer not giving perfectly clear
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instructions. The incident was d,:avn from an actual

interviewi.
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Cri&g Inilu

Company XYZ was preparing for a General

Inspection. Lt. Jones, the company motor pool

officer, realized that one of the trucks in the

motor pool could never be repaired in time to pass

the inspection late: that morning. Lt. Jones saw

E-1 Moss walking thEough the garage. Lt. Jones

called Pvt. Moss over to where he was standing and

told Moss to "drive this truck over behind the

shed in section A12 of the post and then report

back to the garage". Lt. Jones knew that Pvt.

M oss was not vcry bright, but as foss drove away

in the truck he felt sure that he had solved the

problem of the truck which would tiot pass

inspection.

Pvt. Moss, attempting to carry out his orders

to the best of his ability, drove the truck to

1 section A12 and parked it behind the shed. He

waited there for about 20 minutes, started the

truck, and drove back to the garage exactly as he

had been ordered. Moss and the truck arrived just

in time to bn present for inspection of the motor

pool, and as expected, the truck failed

inspection. After the inspection, Pvt. foss was

still wondering what had been the purpose of his
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drive that morning when Lt. Jones approached him

and began yelling at his. Lt. Jones was in the

process of reprimanding Moss for failure to carry

out his orders and causing Jones great

embarrassment when the truck failed inspection.

Moss, visibly upset, was attempting quite

unsuccessfully to defend his actions when Col.

Smith, the Battalion Commander, approached the tuo

men. Col. Smith demanded to know what had

occurred. Lt. Jones, confident that he was

justified in reprimanding Moss, told Col. Smith

exactly what had happened, including tis exact

orders to Moss. when Jones had finished, Col.

Smith began laughing. Ccl. Smith said "Lt. Jones,

I believe you owe Pvt. Moss an apology. Actually,

Pvt. Moss followed youz orders to a IT'. You

never mentioned anything about leaving the truck

behind the shed. You just told him to drive it

there and return. That is exactly what he did".

( Lt. Jones' face turned red. He suddenly

realized what had happened. He turned and

apologized to Pvt. Moss and the three men went

their ways. Pvt. Moss left happy that he had,

indeed, done as he was told. Lt. Jones left

embarrassed and angry with himself, vcwing that

the next time hn gavc an order he would make sure
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the soldier knev exactly what he wanted.

Col. Smith left chuckling to himself,

confident that Lt. Jones had learned a valuable

lesson in communication skills.

2
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What exactly are comaunication skills? How does one

communicate effectively? much has been written on this

subject, and we can only present you with some basic

principles. Hvwever, if you understand these basic

principles, your chances of coamunicating effectively should

be improved.

The first Frinciple to keep in mind is that

C`12%icati2is a two-way process. The effectiveness of

what you say depends, in great part, upon what you have

heard and understood betorn you open your Pý5uth. Thus,

communication skills involve not only speaking, but also

listening. Effective listening is as much a skill as

effective speaking.

i o• too • k. The first group of

listening skills to be discussed are concerned vith

encouraginq another speaker to provide you with as much

information as he or she can possibly transmit. In other

words, when you are listening to your ccml.auy commander,

your platoon serqeant, ot one of your E-1s, it is important

that you encourage tree and open communication. Several

guidelines dre important in this situation. Firrt, pay

attention to the speaker. It you are shuffling through

p4pers or glancing at a report when someone is speaking to

you, it may be interpreted to mean that you are not

S~-226-
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listening and do not care about what he or she has to say.
Even if you do care, the individual probably will not tell

you everything. Even if the person did, ycu might miss
parts oL the message. Therefore, do not do other things
indicating that your attention is directed elsewhere.

Second, make frequent eye contact with the individual and
orient your body toward the person if possible. This
indicates that your attention and listening channels are
directed tovard the speaker. Cccasional.y nodding your head
or making short comments such as "yes" cr "go on" in
appropriate breaks, or pauses, in the other Ferson's speech
may further indicate that you are listening and will

encourage him or her to continue. Finally, do not interupt
the speaker or "try to rut words in his or her mouth."

Allow the individual to express what he or she has to say in
his or her own words. Often those things which a speaker
will have the most troublc saying are the most important,
aqd if you interrupt the individual, then he c& she may fail
to give you important intormation. These actions will
enhance the coamunication process by encouraging auother
ptrson to speak. Ilowever, it is important to remember that
listening is an active, not a passive process. To listen
veil involves aot only heoring but understanding what is

being said.

QLjj4 ks • b"te a ijjr. The secoud groop of
listening skills represents behaviors that may enhance your
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ability to correctly interpret and uanderstand messages you

receive. In one-to-one communication, one must listen with

his or her eyes as well as with the ears. Research has

shown that almost one-half of the information exchanged in

one-to-one communication is transmitted through channels

such as qestu g§, fLAj _e4Mress, and body jgaIgI A

speaker's loe 9f voic and 12i&e £_jg•te l are also

important clues in helping you understand the true message

underlying what is said. For example, a nervous speaker may

avoid all eye contact with you, have a tense facial

expression, and speak with a choppy voice. These non-verbal

signals may indicate that the person is not telling you the

trut-h or that he or she is talkiii about something that is

quite important or painful. These types of cues 4re

particularLy important in the counseling of subordinates.

The same qestt~res or facial expressions may communicate

different information in different situations. Such cues

may aid you in gaining a better understanding of what is

being said and thus improve your effectiveness as a leader.

A.kiD• S~e§tj~ . Asking appropriate questions will

also increase your effectiveness as a listener. The

important point to keep ia mind is that questions are asked

to gain clarification or more ilnformatioU and qut to

challenge the speaker. For example, it yo., ask a

sutordinate, *Why in the hull did you do that" the

individual is likely t• tlecome detensive and the 'low of
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truthful informaticn way end. You have a much Letter chance

of obtaininq the inEoraation needed if you state the

question as: "I don't think I understand why you did that.

Can you tell me more about what happened" It is also very

critical that you ask questions of your commai.ding officer

when you do not fully understand his or her crders. While

you may feel embdrrassed to ask for further clarification,

it will be less costly than to misunderstand ycur orders and

make a serious mistakc. These questions for clarification

of orders might best be stated by repeating ct araphrasinq

the order. For example, the question, "Excuse me Sir, but

how many trucks do you mean when you say a few trucks," will

probably be much fetter received than the question, "What

did you say, Sir". Alternately, you mzL'b.t state your

interpretion of the order in your own voads .nd see if it

meets with agreement. Other actions which may improvc

listening will be discussed in the human relations skills

chapter. Let us now turn to communication skills related to

speak inq.

The most fundamental aspect of speaking is that one

must spja j " jea AlkI fls- on. This means that you

must chanqe the volme of your voice to match thi situation.

Speaking with chewing gum or a cigarette in ycur mouth may

decrease the chances that your message will te understood.
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VI

Once you are speaking clearLy and audibly, the next

consideration is the pAkj&ica r qjIjnj g whom you are

addressinq. As a platoon leador your communication can be

directed upwards to your coamandinq officers, downward to

your subordindtes, or horizontally to your follow

lieutenants. The awareness of the direction of

communication, or the audience you are addressing, is

important for effective communication. For example, the

audience that you are addressinq will likely determine the

purpose of the communication. It you are comamunicating with

your coanadinq ofticer, it is quite likely thit you will be

receiving information about what you should be doing or

piovidinq justification tor what you have already done. If

you are addressing a subordintate, you will likely be telling

him or her what they should be doing or asking them why they

* have performed tn a particulaL manuer. An exceFtion to this

may be the cummunication with your platoon sergeant in which

cas-e you may be obtaininq adivice. Communicition with other

lkeutenantti is likely to be ot a less formal nature anti will

-itten be d aIutul exchanqe at infotsation.

Youq aadietice will also determine the ccntent of y,)ur

messaqe. That is, you must aijust your vocaikulary so that

those inldi vldua 14 with whom you are interactini will

:uudorstand whAt you say. Wheu Addressinq your commading

officer and yUoL fell•w lieutenants, it is acceptatle to use

the same vocabuLary which you used in the colleoe setting.
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However, if you use this same vocabulary when giving orders

to your NCOs or soldiers, incidents similar to that of the

truck driver may occur in your platoon.

Finalli, the audience you are addressing is a factor

which should influence non-verbal aspects of communication

such as your toae of voice. Beaember, the manner in which

you speak may often be as i~portant as the content of your

messaq;. While you may be qiving orders when communicating

downward, you are not giving orders when communicating

upward, rather, you are respondinq #o orders. The tone of

voice you will use in each of these situations will be

diffeoent. When comaunciating with 4n officer of the same

rank, your tone of voice and other non-verbal signals should

reflect a sp•Arjt of cooperatLon. Fo- example, while you may

have authority over a fellow lieutenant because you are the

company safety inspector, it would be unwise to "bark

orders" at this oftic:er. It is possible that you may find

yourself £e kq•ý • truck from the same lieutentat because

that person is the company motor pool officer.

Theore re a number of other points to keep in mind in

various commufticdtiion situations. In performance

counseling, it is often best to say what you mean in a clear

and direct tauhion. You should not sound Like you are a

drill sergeant tarkinq or4ezs, but you should avoid

ambiguous commuvication. No s',bordinate wants his or her

comsandinq oftic-r to shout 4t them in a performance
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counseling session. In general, however, subordinates like

to know exactly "wnere they stand" rather than leaving the

counseling session uncertain about wbat they need to do to

improve.

Comounicatioas of task information to suLordinaten mus&t

also be clearly stited so that subordinates kncw exactly how

to accomplish a task. Before addressing a group assembled

for any type of training, it is best to ttink tbj.•oh y

pstiat c2!~t_1. Nake sure that your presentation

will be luAical #.nd cýoar. When attempting to explain how

to perform a task, reaember the non-verbal aspects of

communication. The use of Kxka. .xample§s r g tmons_£o

may be extremely beneficiil. when presenting difficult

tasks or complex ideas s~eak more slowly and pause

occasionally to inquire whether your messaye needs

clarif icatton. Yinayi1, it #he subordinates' complete

underztandinq of the task requiremfoets is critical, then •t

would be wise to vecify that they understand your

instructions, Unie method by which thib can te done is to

Ask questions about the tast. aud to have them dtscribe in

theiL own vords exactly whatt they must do. Altbough this

m8y occupy v4luable time, it will allow you to verity

.bother your ordt.es have bteu understood.

The pru-unt "teAt'u1 t of coasunisition -kilis. hA; tL evo
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at a basic level. howevcr. the fundamental frinciples that

have been discussed should provide you with a good

foundation in communications. The basic Frinciples of

communication which hdve been presented ace of central

importanct to human relations skills and other skills

related to organizational maturity. The follcwing is a list

of quest ions which you might us* to assess your own

communication skills.

1. A•m I a good listener?

2. Do my troops know that I am interested in what

they have to say?

3. Do I tak'o vhat I bear for qganted or do I ask

questions needed to clarify what. was said?

4. Do my sutordinates understard what I ;y?

5. Am I usingj a vocabulary that is approFriate to the

audience I ar addressinq?

6. Do I present complex or difficult material

too quickly?

7. Do I a4ke sure th4a my message has been understood?
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CON5UMICATION: Initial feeting with tht- Commanding Officer

One important aspect of le4dership is communication

skills. In the precedinq chapter, communication was

described as a two-way proctsa which involviv3 both listening

and speakinq. These ficst two behavioral demcnstcations are

role performance exercises concerning listening and speaking

skills within the context or the Army. The first exercise

involves the initial meeting of a neu lieutenant and his or

her company comeander.

The ic itial meetinq between the nealy assigned

iieutenant and the company commander is imscrt,•nt because

rutual expectations are set concerning the superior-

subordinate work relationship. Niose of the inaoctant torics

vhich siqht arise during this initial meetiag are: (1) hnw

does the captain Flan to "break in" the lieutanant to the

company'*- orqanization, (2) what are the lieutenant' S

prim~ary @ad secondary du'ites, 1) what resoucces will be

4vailablt to work with, dad of course, (4) a description of

the individuals with who* the li.,utenaot will te torkiaq.

This meetiny 4hould eit.%b4 tht lieutenant to 14in 4 1enetal

ispression ot the typV of leadership which thhe COSP40

Sommne•let will 4apect t~os tht lieut~eaant. 11icalty. this

*ill coiacide with the coan" com•.a4aders ihiosuOhy of
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leadership.

This initial meeting exemplifies a situation where good

communication skills are very important. 7his exercise

prcvides an opportunity for the student to practice these

skills. Below is an outline of the majcr points discussed

in the text:

1. Communication is a process underlying all other

leadership processes.

2. Communication is a two-way process involving

both listening and speaking.

3. Listening skills which encourage the other

person to speak include giviz.g attention, giving

eye contact, a receptive body orientation, and

occasional nods and verbal reinforcements. Do not

interrupt, and do not "put your words in the other

person's mouth."

4. Listening skills required for understanding and

correct interpretation of another speaker include:

listening with your eyes as well as your ears,

paying attention to the tone of voice, and asking

questions for clarification.

5. Speaking skills include: Speaking clearly and

audibly.

6. Adjust your vocabulary and tone of voice as a

function of the person to whom you are speaking.

7. Speaking skills vhen addressing many people

-36-
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include: planning the presentation in advance, use

of non-verbal communication such as gestures and

audio-visual equipment, speaking at a rite

appropriate for the complexity of the topic and

knowledge of the listeners, allowing questions,

and having listeners repeat what you have said.

These points discussed in the text should be kept in

mind while performing the exercise and the discussion after

the exercise.

S~Ob iectives

As noted previously, your initial meeting with your

company commander is an important first step in establishing

yourself as a platoon leader. This meeting should provide

you with informaticn about your platoun, your NCOs, and your

company ccmmander's expectations about your behavior. In

the real world, this information would play a major role iL

influencing your initial behavior as a platoon leader. In

this exercise, the information you gain will also be

critical to your performance in later exercises.

Furthermore, at the conclusion of the exercise, students

portraying the role of Lt. Jon"s '11 be required to answer

questions relevant to the type of information which would be
important to your performance if this were the actual

meeting between you and you4 company commander. For those
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students assuming the role of Capt. Wallis, the questions

will be different, but the communication skills which must

be used to obtain the relevant informaticn during the

exercise remain the same. Remember, your performance in

this exercise will not only determine your ability to answer

the questions following this exercise, but the information

ycu gain now will influence your performance in future

exercises.

tI__NSTRUCTIONS TD LNSRUTU

EXERCISES 1 AND 2 MAY BE COMBINED IN ONE CLASS PERIOD

OR FOR ONE DISCUSSION/LECTURE SESSION, SINCE EOTH DEAL WITH

COMMUNICATION. THE FIRST EXERCISE CONCERNS THE INITIAL

MEETING BETWEEN THE COMPANY COMMANDER AND THE LIEUTENANT AND

THE SECOND EXERCISE INVOLVES THE INITIAL MEETING OF THE

LIEUTENANT WITH THE PLATOON SERGEANT. BOTH ARE IMPORTANT,

AND THE STUDENTS SHOULD BE EXPOSED TO BOTH.

SEVERAL OPTIONS ARE AVAILABLE FOR CONDUCTING THIS

EXERCISE. THE CLASS CAN BE DIVIDED INTO SEVERAL TWO-PERSON

GROUPS. AFTER ThE EXERCISE, THE CLASS AS A WHOLE CAN

DISCUSS THE OUTCOME OF THE EXERCISE FOCUSING UPON THE

ACTORIS USE Of COMMUNICATION SKILLS. A SECCND OPTION IS

THAT 3-PERSONS (OR MORE) ARE ASSIGNED TO A GROUP, THEN TWO-

PERSONS PORTRAY THE ROLES WHILE THE OTHER STUDENTS ACT AS

OBSERVERS. THESE OBSERVERS CAN THEN PROVIDE FEEDBACK

INFORMATION TO THE ROLE INCUMBENTS. OCSENVIB RECORD FORMS
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ARE PROVIDED TO FACILITATE SYSTEMATIC OBSERVATION. A FINAL

OPTION IS TO HAVE TWO PEBSONS PORTRAY THE ROLES WHILE THE

REST OF THE CLASS CBSERVES.

STUDENTS WHO PORTRAY THE POLES OF LT. JONES AND CAPT.

WALLIS SHOULD BE GIVEN AT LEAST 10 MINUTES TO FAMILIARIZE

THEMSELVES WITH THEIR ROLE INFORMATION. THEY SHOULD READ

ONLY THAT INFORMATION WHICH REFERS TO THEIR ROLE CHARACTER.

THE ACTUAL ROLE PERFORMANCE SHOULD LAST ABOUT 10 MINUTES.

UPON COMPLETION OF THE ROLE PLAYING, THE STUDENTS PORTRAYING

LT. JONES AND CAPT. WALLIS SHOULD ANSWER THE QUESTIONS

PROVIDED FOR EACH ROLE. QUESTIONS ARE ALSC PROVIDED TO

GUIDE GENERAL CLASS DISCUSSION.

j•IC~Stj~oti_ to. Students

This exercise requires two students to Flay the roles

of Lt. Jones and Capt. kallis. You will either be assigned

one of these roles or act as an observer. Ncte that these

exercises require some imagination, a willingness to get

involved in the ccnversation, and the ability to a• jib.

while this role-playing may seem difficult at first, your

skills viii improve with practice.

If you are to portray Lt. Jones or CaFt. Wallis, take

some time t.o learn your role information; you may have to

read it twice. In order to perform your role, you should:

1. Think about the person whose role you will

portray. fov would he or she react in situationi
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with which you are f4asiliar? How would be or she

"talk?

2. What are the demands of the situation which you

are playing?

3. You have been given a brief description of a

person and a situation, try to put yourself in

that situation. Keep the role in the back of your

mind, but remember, the reactions, dialogue, etc,

are yours to create.

If you are acting as an observer, you should examine the

observer record form. Familiarity with the items on this

form will enable you to function more effectively.

Upon completion of the role playing, the students

portraying Lt. Jones and Capt. Wallis should answer the

questions provided for each role. Questions are also

provided to guide the general class discussion.
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WSj Inforj"14gn: Wttejl= i9asi~

You (Lt. Jones) are 22 years old and single. You have

just arrived in the Ft. Ord area yesterday. You attended

ROTC at Upperville Tech University where you majored in

civil engineering. Between your junior and senior years you

attended summer camp at Ft. Bragg, N. C.. Exceptional

performance at summer camp and qraduation in the top 10% of

your ROTC class made you a prime candidate for a platoon

leadership position. Before cominq to Ft. Ord, you

completed basic training at Ft. aenninq. You were at the

top of the class in the Infantry Officer Easic Course.

You are excited about being assigned to Ft. Ord. This

is the first big step ixt your Army career. You feet that

you are ready to lead a platoon. You feel ccntident in the

skills you learned in the Basic Course. Nevertheless, you

are nervous about meetiny the expectations of your company

commander, the other lieutenants, and the soldiers in your

platoon. You are hopeful that everyont will allow you time

to adjust to your leadeaship position. You have a

philosophy of leadership which may be described as being

somewhere in between that of Theory-I and Theory-Y of

NcGreqor~s distinction (see section on NcG•eqof in Section

11). That is, you feel that the individuals in the platoon

desire to be mature, And that most of the time they are

self-motivated and can c¢xccise self control. But also, for
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certain military situations, especially extended training

and actual combat, these same Individuais must be motivated

by incentives and closely supervised in order for them to

accomplish a mission. You feel that, when everything is

qoing smoothly, a Theory-Y appcoach is essential to keep the

platoon workiug smoothly. But when the jot is very

demanding, and when platoon operations are falling short of

what is required, then a Theo.=y-X approach is needed in

order to accomplish the mission.

When first coming into town, you went directly to the

Incoming Personnel Office where you were told to meet with

Capt. Wallis of Infantry Company XYZ. On the way to Company

XTZ, you thouqht a•out what to say to Capt. Wallis, what

questions to ask him, and wha,* your assiqnmfnt would be

like. You thought about.: quality of your soldiers, the

experience of your NCOs, and your working Kelationship with

Capt. Wallis. After searchinq, you found Capt. Wallis busy

at his desk. You knocked on the door. githcut looking up,

Wallis said "Euter."

t Note o2 - a-. n . 1 It you iuco•jctdte your own

philosophy o0 leadership with vhat of Lt. Jones' given

above, then the discussion should go smoothly.

iI



You (Capt. Wallis) ace 29 years old, a West Point

graduate, and have had combat experience as a lieutenant.

You have firm beliefs about leadership. You believe that

leadership can only be learned by experience and that

experience means making mistakes. owever, you have little

tolerance for subordinates who repeatedly make t same

mistakes. Your subordinates have described you as "qung-

ho," "hard-nose," and "show me the results and do.ilt give me

any excuses." You are respected by your subordin-ites.

You command three infantry j.latoons; A, B, arid C. Lts.

Biss and Barker are assiqned re:;pecti-ely to platoons B and

C. Platoon A seems to have probleas, In th-: past twe

years, two different 2nd. lieut.naats have asked for

trdnsfers out of PlatooIi A. TheFe lietgtenant :aomplain of

conflicts between themslves and Sqt. Rock. It seess that

there is some disagreement about how Jobs are aupposed to

get done. S44t. Rock feels th4t going by the nook is not

always the best way to accomplish 4 job. The Lieutenants

have felt that, given a ewv viceptions, the uanuals give the

best way to do a job. Neverthe:less, ycu feet that Sgt.

aoCk is an asset tO thde coMpany. His ipetrtise has saved

the company froe et4rcaassment on inspoctions and field

exercises on several occasiuoaL

You ,re woudvriaq wht this n•w platoon leaLr., Lt.
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Jones, will tb like, and if he can get Platoon A's

operations running smoothly. You feel that to be effective

in Platoon A, the lieutenant must be able tc work vell with

Sqt. Rock. Specifically, you were wondering if this new

lieutenant:

I) Had a philosophy of leadership similar to your

fown.

2) What type of attitudc Lt. Jones will

take concerning Sqt. Rock.

3) And it he can t:ake full responsibility for the

platoon activities immediately.

You were wondering about these thintgs when Lt. Jones came in

your office.

Note. Encourage the othcr person (Lt. Jones) to 4sk

questions. It questions are asked that you cannot answer,

respond as best as you can and move on. If ycu ittcorporate

your own philosophy oi leadership with that of Capt. Wallis

given Above and keep that as a topic of speaking, then the

discussion should go smoothly.
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I. Who are the other lieutenaots in Cospany xyZ?

2. What is Capt. Wallis' philosophy of leadership? Hov

does it differ from yours?

3. What does Capt. Wallis feel is the key to your success

in leadinq Platoon A?

4. What type of platoon serqeant is Sqt. Rock'

Ii

ii
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1. What is the military backgcound of Lt. Jones?

2. What is Lt. jcnese p;hilosophy of leadeLsbip? How does

it difer from yours?

3. Do you feel that Lý. Jones hdan the qualifications to

work with Sqt. Uock?
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1. Did the kole players speak audibly, use the appropriate

vocabulary, and use a tone of voice appropriate for their

roles?

2. Did they ask questions becaus•e they wanted to obtain

more information or because they needed clarification of

what was being said?

3. Did they use appropriate body orientaticn, eye contact,

head nods, and vecbal reinforcements?

4. How would you characterize tht, co•lulnicaticu Frocess that

occurred: one-w4y or two-way? If the latter, iu vhich

direction why?

5. How did Lt. Jonos and Capt. Wallis differ in their

philosophy of leadership?
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OUSIRVLK RECORD

Inscructions: check the appropriate box if the behavior wam

observed in the actor's role.

Behavior Role

Lt. Jones Capt. Wallis

1. Paid attcntion to other

2. Gave eye contact to other

3. Body orientation toward othzer

4. Occasionally nodded head

Occasional short verbal remarks

6. InLerrupted the other person

7. Put words in the other person's
mout Ith

8. Asked qucstioots for information_

9. Asked questious ior clarification

10. Spoke uudibly

11. Used appropriate vocabulary
for role

12. Spoke alowly w'hen topic was

comapl1ex

13. Used aprupriaLa tone of voice

14.Abko.1 If t~hr porbou understood _____

H~ow tould you V14tgCLeri;G 044 coguttic~attufl: inc-VMY fir two-Vay?

It the Latt.r. -01:...i: : d1c-tiuI D tlibs °e- to have any
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COMNUNICATION: Initial meetinq with the Platoon Sergeant

The question or how the j!4ýuva or:zte- is typically a

major topic of interest in the initial meeting of the

platoon sergeant and newly assigned platoon leader. Otter

questions arise as to vhc 3hould have the primary

responsibility of leading the soldiers: the platoon

sergeant or the lieutenant? If a misunderstanding develops

during this initial meetiag, it may seriously hamper the

doveLopsent of a productive working relationship between

thcse individuals. Good coasunication skills are important

in preventing such a misunderstanding.

At the end of this exercise, you will be provided with

tfeedback as to hw vwell you have communicated the

information cozatained in your role. Yo'ir ability to answer

a numbe- if questions &bout the other actor vwll give you an

indication of the proficiency of your listening skills and

his or her spvakiaq sk~ills. Once agaia, the inf9rm4tion in

thits exercise will be relevant to later, aot:e coupleox

F• ~e xercits.

TEIXS 111CISS 8AT bi CODUMCOCD is TE~ SANE MAYRZO as

uucxsr1. ~7IT IS VOSSXLz rtO As 00U ~ eTA-C it IC fORTU--.SGT.



ROCK9S ROLE FOB ONE PERFORMANCE IN FRONT OF THE CLASS AND TO

PARTICIPATE IN CLASS DISCUSSION, THEN HIS O HER COMMENTS

MAY PROVIDE VALUABLE INSIGHTS FOR THE STUDENTS.

L3nstrUCtijs to Students

Another situation requiring good communication skills

encountered by a new lieutenant is the initial meeting with

the platoon sergeant. If you consider the soldiers, tasks,

and organization surrounding you when you first come into a

platoon leadership position, it is likely that no one else

in the platoon will have as much experience as the platoon

sergeant. Yout initial meeting with this person will

determine whether his or her experience will work for or

against you.

Several aspects of communication are especially

important during this initial meeting. First, development

of good communication will be facilitated by eye contact

while talking. second, respect for the experience of the

sergeant is conveyed in your tone of voice. Do not rely on

a comuand voice in this initial meeting; it might be

interpreted by the sergeant as a lack of respect for his age

and experience. finally, your alertness and attention will

be conveyed in your body orientation and non-verbal
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responses.

This exercise requires two studeuts. one person is to

portray Lt. Jones while the other uill assume the character

of Sgt. Bock. These roies follow directly from characters

discussed in Exercise 1. Indeed, some of the information

that Capt. Wallis should have given to Lt. Jones is

important in this exercise.

The following pages contain information abott Lt. Jones

and Sgt. Rock. Read only those pages which pertain to your

role. The information given in ktoth roles concentrates

primarily upon two different philosophies cf running a

platoon: by the standard operating procedures given in the

manuals or by informal procedures learned from experience.

While performing the exercise, note how these two different

attitudes reflect underlying differences in leadership

j philosophy.

Now, take some time to learn your role information; you

may have to read it twice. Then perform the role using the

1 same guidelines as presented for exercise 1. Be prepared to

question the other person.
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Fg Inforpitip q: i an t jongs

After talking with Capt. Wallis, ycu arranged to talk

with Sgt. Rock. You know that this initial meeting with the

NCO is very crucial in setting a good working relationship.

You have learned that Sgt. Rock is 39 years old and had

served tours in Vietnam where he was decorated for bravery

under fire. Capt. Wallis described him as a "soldier's

soldier" with much technical expertise. Capt. Wallis said

that "Rock is so confident in his own abilities that

sometimes he resists changes, even if they would be

beneficial." Capt. Wallis rEgards Sgt. Rock very highly,

praising him for his "dependability."

While favorably impressed vith Sgt. Rock's record, you

do not want to let Sgt. Rock infringe upon ycur authority

ove,. the platoon members. You are committed to "shaping up"

the platoons' standard operating procedures which were

described as "informal" by Capt. Wallis. You have decided

to confront Sgt. Rock with the topic of which is the best

way to get a job done: by the book or through informal

channels. You believe thdt the Army will function best if

everything is done as spelled out in the manuals. You feel

that if everyone "went by the book", then the whole Army

would run smoothly. You expect to use this technique to get

Platoon A running smoother. Indeed, as a new lieutenant in

the platoon, the only way you can objectively evaluate the
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platoon's operations is by comparing the actual operations

with those specified in the standard operating procedures

published by the Army.

J oU. If you incorporate your own philosophy with that of

Lt. Jones above, then the exercise will go smoothly.

Attempt to keep the topic on "how to best get a job done"

and the philosophy of leadership required to do this.
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You have heard that a new lieutenant is arriving soon

and that it will be your job to orient him to the operations

of Platoon A. You hope that this lieutenant will not be too

eager to "take charqe" and try to change the way Platoon A

functions. Rather, you wish he would listen to your

explanation of how you direct the platoon's operation.

Fifteen years in the service have taught you that the best

way to learn about leadership is to watch how experienced

soldiers lead. You expect the new lieutenant to sit back

and watch you lead your soldiers. It this lieutenant is to

succeed, he "better well listen to what you have to say."

You feel that the troops are your soldiers and that you are

U their leader. You also know that the troops agree with

this. After all, they trust the leadership experience that

you have and not that cf a 49reen lieutenant" just out of

school. Aftcr the soldiers become familiar with the

lieutenant, and he proves himself, then they may become

trusting in his leadership.

After the lieutenant. works with you a while, he will

A lears how to g.t the job done in a way which may sometimes

be differeut than that specified in technical manuals. You

teel that problems in the platoon come from a lieutenant who

wants everythinq dcne by thi: book. You always get the job

done, evtn it ycur methods seem "round-atout" at tirst

S-2% I-
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glance. You realize that "book methods" of doing a job

cannot address every different situation and unique problem

in accomplishing a mission. only experience can solve such

unique problems. A lieutenant who wants to go strictly by

the books always svems to be telling the soldiers how to do

their job even when they already know what they are doing.

You think this is the root of the problem with the past two

lieutenants in Platoon A.

"tg- If you incorporate your own views of what a

platoon sergeant would be like anid uhat he. would feel about

"how to best accomplish a mission" with that of Sgt. Eock

above, tben the exercise will go smoothly. Attempt to keep

the conversation on *how to best accomplish a iission".



i! Lues~tions-191 11. lone!

1. What is Sqt. Back's rhi.osophy ot leadership? iHow does

it differ from your own?

2. How can you expect the soldiers in the platoon to react

to you?

3. How does Sgt. Rock expect you to assume leadership of

the platonn?

4. What are the mijor conflicts that you perceive betwetn

you and Sqt. Rock?

5. Does Sqt. Pock seem derendable to you?
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1. What is Lt. Jones' philosophy of leadership? How does

it differ from your own?

2. What objectives does Lt. Jones expect to accomplish as

the leader of Platoon A?

3. How does Lt. Jones expect to assuse leadersaip oE the

platoon?

S4. What are the major conflicts that you perceive between

you and Lt. Jones?

A5. Does Lt. Joaes seem to be a dependable leader to you?

25
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£i.i .ss Lcus ion Qaesntios

1. Did the role players speak audibly, use the appropriate

vocabulary, and use a voice tone aipropriate fcr their role?

2. Did they ask questions bfcause they wanted more

information or because they needed clarification of what was

tieinq said?

3. Did they keep eye contact with each other during most of

the conversation? Did you notice iL their tody positions

were oriented towards each other?

N :• 5. How would you characterize th6, communicaticn Frocess that

occurred: one-way -r two-way? If the latter, in which

direction?

6. Did Lt. Jones and Sgt. Rock come to an aqcemenut on "how

to best get a lob 4ccomplizhed" Ly the book method or by

experience? What were the 5tronq and weak points in each

4. rqument?

7. flow do you think& leadcrship stylie is related to the topic

ot *hoV to best qet 4 job d;complihed"?

U. Both Sqt. Rock ,aud Lt. Jouos may be cona.idered as Leaders

-- .i~



in Platoon A. Given the typical backqrcuud of each (from

the exetcise), what implications exist for conflicts of

leadership styles?
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0155 UIS RECORD

lrnatructions: check the apprupriaLe box ii the behavior was

observed in tbe actor's role.

i.ha v oot Role

LL. Jolies Srt. Rock

1. Paid attention to other

C. Cave eye cont•ct to other

-. Body orienctution toward other

4. Occasionaiv nodded head

5. Occasional sthort verbal renmarks

6. Ihterrupted the other person

7. Pvt words tL the other person's
Mouth

8. Asked quostions for information

9. Asked questious for clarification

10. Spoke audibly

11. Used appropriate vocabulary
for role

12. Spoke slowil. • hna topic was
cooplex

13. Uted appruprlato tone of voice

1-.Askcd if otr,;ý peruoti uder.tood

*,*w %*uld ytu ch4ractcrite the covt-un~eatt: ooe-:ay or to-wzy7

It 0h1 laLLer, ini vthich directtutl D oe• chi% ,cd to have afy

SteSlConsbhip tu ttw above chck*ll•t?
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1.

t • COMMUNUUICATION: 1hrep Cbannels

The problem solvinq tasks employed in this exercise

were adopted from tasks provided by Shaw (1962).

The first twc exercises• focus upon the ccmsunication

skills involved in face to face interview situations. This

exercise concentrates ul:on the communication skills ,ised

vhen the leader attempts to coordinate the work activities

ot several platocn members.

A platoon leader communicates with his troops thcouqh

several ditfetcnt types at communicatioi, media. The mo*i

common method of communication with the troofs is face to

face verbal exchanqe. tovwevvL, th" lieutenant may also

direct the troops via radio messages ur written

commu•Lcationa;. The cimmunicati~o requtiseents for 41

- I three of these t4sk r,.latel interactions ditter so•vhbit

from the one-on-oae intetview situatiLn. Furtbermore, each

of th* tLret cosauujcation metho's h46 its own uni.que st of

requttese-ts, 4dvantages, 41kd d1.-44vantaqes. An ltacre-a.ied

av4rtness of these d I er•' t commuuoictiaoo ••uiremventz

sbould onablv the pl|to.Oa le4detr to usc- oacb communication

3 VQJ1et sra vo t '•tctvy.
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The primary goal of thits ;%t-rcise is tc desCustrate tht

diff#Lrent advantaqcs and probLcms which say devWlop in iatinq

thiree different coamuoication media vhile attemptinq to

coordinate the vork activitiet, of a group of subordinat-es.

As noted above, the thr.e most common communication

situations encountered are tace to face werkal exchange,

ver2bal exchange via radio or telephaat, and vritý-dn

commuiiications. This 'aorci.ze will demonstr4te thb. usp of

each of these methods of cqaun•-catic-" in a frokteo solvinq

sitwltion. The actors -id ohkirvets should then us- tht

discussiOn question,- as a qui. to discuSssiny the problea.i

and ddvanttaqs ot cach &ethot! ot ,c-muaunicatioa.

STHIS ZIEUCISE DEMIONSTRATES COMMeU&ICATICN PRINCIPLES

W 8 ICII ANE RELATIVELY COMPLEX. DUE TO THIS FACT, THE

-RI2CISE ITSELF IS SOMEWIHAT CIU&PLEX ANO LONGhL THAN EXeRCIS2

1 08 EEHCRISE 2. TUE COtrLETIOb U? THIS EXERCISE AND CLASS

DISCUSSIOiN MAY 8OQUIlR. 1 1/2 TO 2 HOURS. THIS REPRSENTS A

LARSG ti-LUCK UF TIRE Zh C•H eAY NOT BE AVAILAtbL• TO SOME

INSTIIUCTIORS. THENEYOR. THIS EIEPCISE MAY E VIEiED AS

OPTIONAL BATHItli THAI ; .•ul0. tI•UEVER, THE eNSVITS WhIC

STTIDSITS MAY GAIN Yb~ft CIUMPLETI~t THIS E£X!H(IE ARE MAOV

AND. Ir TIlRE PiENRITS, TilIS EX•CISE SHOULDO Of UnPLETED.

THIS ,I2• Si OrQUtIVES THAT TH ST0DEltS Of A01A5(GID
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INTO GROUPS Of FOUR PERSONS EACH. WITHIN EACH OF? THE

GROOPS, ONE rIEAHER SHOULC BE BANCOPLY SELECTED TO PORTRAY

THE ROLE OF PLATOON LEADER (LT. JONES) AND TEi CTHFE TBRER

SHOUlDi• ACT AS 1HE PLATOON BERIBERS (SGT. JOHOSOI, SGT. CLICK,

AND $ST. 4RANGE).

IF CLASS SIZE 00 SPACE LIMITATIONS MAKE THIS

SPRACTICAL, TIHE INSTRUCTOR CAN SELECT TIHMEE 4 PERSON GROUPS

TO PERPORN THE EXERCISE IN FRONT OF TIIE CLASS. WHILE ONE

GROUP IS PEOIIORING, THE CTHEB TWO GS3UPS MlAT ACT AS

OBSERVERS.

IN EITHER CASE, TIHE ROLE INFORMATION FOR EACH OF THE

TURZE PARTS OF THE EXERCISE SHOULD BE DISTHILUTED ONLY TO

1UE &PPROPRIATE STUDENTS AND AT THE BEGINNIbG CIF EACH OF THE

TUHREE PHASES OF THE1 EIERCISE.

Thirs demonstr4tion requites tut perso groups. Within'.4

each group, there should be A le4dex 4tud thteQ !utordinatus.

The instructor should appoitit one meaber of the group as the

leader. This individual should asause the tole of Lt. Jones

and receive the tole informuaion for this person. The otheL

three veabets of the yjoup will -each receive tole

ieforsation for the role of Sqt. Johnson. Sgt. Click, ;j"

Sgt. Graoj*. These coles should be mAintaincd throu'hout

the three phasos ot the e0ercise. ?ao 04ch Fhasc of the

execcise, you will zeceivt the aypropriat.. role inforeation
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for completing the task. The nature of the task itself will

remain essentially the same for the three Fhases of the

exercise. While te hasrs gill ac4L.ld a •u th

•!-me re vh_. A~ e to erfojAt• •task, th.e j er must A to

co-o m the e.ots of .te three E _bers in crder for the

"task to be completed. This is typically the role that a

platoon leader will fulfill, the role of a coordinator and

supervisor. The exeLcise will be conducted in three phases.

The general instructions for each phase are included below.

Each phase of the exercise should be completed in

approximately fifteen minutes.

-

i
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Task Fhase I

•:-LINSTRU IONS To ILNsiRUCTo•

IN THIS PHASE OF THE EXERCISE, THERE ARE NO

RESTRICTIONS ON THE COMMUNICATIONS BETWEEN GROUP MEMBERS.

THE GROUP SHOULD BE SEATED ABOUND A TABLE OR WITH THEIR

CHAIRS IN A CIRCLE SO THAT THE MEMBERS ARE ALL vACING EACH

OTHER. DISTRIBUTE THE ROLE INFORMATION TO THE APPROPRIATE

GROUP MEMBERS, TELL THE STUDENTS THEY ARE NOT TO LOOK AT

EACH OTHERIS ROLE INFORMATION. GROUP MEMBERS SHOULD "ACT

OUT" THEIR ROLES NCT JUST READ THEIR ROLE INFCRMATION TO THE

REST OF THE GROUP. ALLOW THE GROUPS A MAXIMUM OF FIFTEEN

MINUTES TO PERFORM THE TASK. AT THE END Of THIS TIME

PERIOD, EACH GROUP MUST GIVE YOU ITS ANSWER. TELL THE

"•.. T" -I ;ILL iiECEiiE Bi. NU6 e'ultlI•i YUR CORRECT SOLUTIONS

ARRIVED AT BEFORE THE FIFTEEN MINUTE TIME LIMIT. BONUS

POINTS WILL BE AWARDED AS FOLLOWS:

IF CORRECT ANSWER IS GIVEN WITHIN FIVE MINUTES, THEN BONUS=

25 POINTS

IF CORRECT ANSWER IS GIVEN BETWEEN FIVE TO TEN MINUTES, THEN

BONUS = 15 POINTS

IF CORRECT ANSWER IS GIVEN BETWEEN THE TEN MINUTE MARK BUT

BEFORE YOU REQUEST ANSWER AT THE FIFTEEN MINUIE LIMIT, THEN

BONUS = 5 POINTS.

ALL CORRECT ANSWERS WILL BE AWARDED 20 POINTS IN

ADDITION TO ANY' BONUS. NG POINTS WILL Ef AWARDED FOAl
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INCORRECT ANSWERS AND GROUPS ARE ALLOWE ONLY O ATTEPI AT

GIVING THE CORRECT SOLUTION. TELL THE GROUP THIS AND REMIND

THEM TO BE SURE OF THEIR ANSWER BEFORE GIVING IT TO YOU.

THE ABOVE SCORING PROCEDURE WILL REMAIN THE SAME FOR ALL

PHASES OF THE EXERCISE.

ALL ROLES WILL BEGIN WITH THE PROBLEM STATEMENT BELOW.

IN ADDITION, THE FOLLOWING RCLE INFORMATION WILL APPEAR FOR

EACH GROUP MEMBER.

* PR OBLI SATjEMENT:

YOUR PLATOON IS WAITING TO BE AIRLIFTED FROM A JUNGLE

ISLAND WHERE YOU HAVE 3EEN ENGAGED IN OPERATIONS WITHIN

ENEMY TERRITORY. THE LANE MUST GET INTO THE TEMPORARY

AIRSTRIP AND OUT IN A VERY SHORT PERIOD OF TIME. THE PICKUP

WILL TAKE PLACE AT NIGHT AND YOU MUST LIGHT FLARES TO GUIDE

THE PLANE. HOWEVER, IF YOU LIGHT THE FLARES TOO EARLY, THE

ENEMY TROOPS WILL BE ALERTED AND THE PLANE IS LIKELY TO BE

SHOT DOWN. If YOU WAIT TOO LONG, THE PLANE WILL PASS OVER

HEAD AND YOUR MEN WILL NOT BE PICKED UP. THEREFORE, IT IS

CRITICAL THAT YOU KNOW THE ARRIVAL TIME OF THE PLANE. YOUR

RADIO IS NOT FUNCTIONING SO THERE IS NO WAY TO RECEIVE A

MESSAGE AS TO THE ARRIVAL TIME OF THE PLANE. HOWEVER, YOU

DO KNOW THAT THE PLANE LEFT ISLAND 1 AT 1900 HOURS. WHAT

TIME WILL THE PLANE PASS OVER YOUR ISLAND?

-266-



I NF21RATION

1. THE PLANE STOPS AT ISLAND 2 FOR ONE HCUR.

2. THE DISTANCE FROM ISLAND 2 TO ISLAND 3 IS 200 MILES.

3. THF PLANE MUST LAND AT ISLAND 2.

4. THE PLANE MUST LAND AT ISLAND 3.

5. THE SPEED OF THE PLANE 15 100 MILES PER HCUR.

6. THE DISTANCE FROM ISLAND I TO ISLAND 2 IS 100 MILES.

7. THE DISTANCE FROM ISLAND 3 TO YOUR ISLANO IS 100 MIILES.

8. THE PLANE STOPS iT ISLAND 3 FOR THREE HOURS.

SOLUTION: PLANE WILL PASS OVER ISLAND AT 0300 HOUIRS.

"L"nstrcti2os to Student

This fizst phase represents the least restrictive type

'Tr.nv rs1-rirtion olaced

upon your communication with other group members is that you

may not show other members your role informaticn or read it

to them verbatim. The group interaction which occurs in

this phase is typical of the tace to face task related

exchanges which cccur between platon leaders and their

NCOs.

You have fifteen minutes maximum to complete the

exercise. When you hav( arrived at a soluticn you believe

is correct, the individual acting as Lt. Jones should relay

the answer to the instructor. Bonus points will be given

for correct answers reported before the fifteen minute time
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limit. However, your group may submit only one solution and
Sgo t •-,•1 e awarded for icortect as•vers. Therefore,

be sure of your solution before notifying the instructor.

Read the rcle information given to you by the

instructor. Remember Lt. Jones is to act as coordinator and

supervisor. Only Sqts. Johnson, Click and Grange have the

information needed to solve thE problem.

-2-8
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1.4
-891 Information: Lt. Jones

Your platoon is waiting to be airlifted off of a jungle

island where you have been engaged in operations within

enemy territory. The plane must get into the temporary

airstrip and out in a very short period of time. The pickup

will take place at night and you cust light flares to guide

the plane. However, it you light the flares too early, the

enemy troops will be alerted and the plane is likely to be

shot down. It you wait tco long, the planc will pass over

head and your men will not be picked up. Therefore, it is

critical that you know the arrival time of the plane. Your

radio is not functioning so there is no way to receive a

message as to the arrival time of the plane. However, you

do know that the plane left island I at 1900 hours. what

j itime will the Flant pass over your islano.

The only information you have is that the plane left

island 1 at 1900 hours. You know that your NCOs have

informaton relevant to c1t1culdting when the plane will pass

over the island. If your platoon is to be rescued you must

coordinate the efforts of these NCOS and help them arrive at

an accurate estimate of when the plane will arrive.
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Role Information: snt. Jobson

Your platoon is waiting to be airlifted cff of a jungle

, island where you have been engaged in operations within

* enemy territory. The plane must get into the temporary

airstrip and out in a very short period of time. The pickup

will take place at night and you must light flares to guide

the plane. However, if you light the flares too early, the

enemy troops will be alerted and the plane is likely to be

shot down. I' you wait too long, the plane will pass over

head and your men will not be picked up. Therefore, it is

critical that you know the arrival time of the plane. Your

radio is not functioning so there is no way to receive a

message as to the arrivil time of the plane. However, you

do know that the plane left island 1 at 1900 hours. What

I _ _• I le plan_ p-e, !

You know that the type ot plane which will rescue you

travels at 100 miles per hour. Furthermore, you knou that

the plane must stoF at island 3 which is 100 riles from your

island.
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Your platoon is waiting to be airlifted ctf of a jungle

island where you have been engaged in operations within

enemy territory. The plane must get into the temporary

airstrip and out in a very short period of time. The pickup

will take place at night and you must light flares to guide

the plane. However, if you light the flares teo early, the

enemy troops will be alerted and the plane is likely to b6

shot down. if you wait too long, the plane will pass over

head and your men will not be picked up. Therefore, it is

critical that you knou the arrival time of the plane. Your

radio is not functioning so there is no way to receive a

messaqe as to the arrival time of the plane. However, you

do know --hat the plane left island 1 at 1900 hours. What

time will the Flane pass over your island?

flying. You know that the plane will stop at island 2 and

island 3 before it reaches your island. Furthermore, you

know that the distance from island 1 to island 2 is 100

miles and that the distance from island 2 to island 3 is 200

miles.
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o~j InformatioD: S§jt. qra~

Your platoon is waitinq to be airlifted cff of a jungle

island where yiu have been engaged in operations within

enemy territory. The Flane must get into the temporary

airstrip and out in a very short period of tine. The pickup

will take place at night and you must light flares to guide

the plane. flowever, if you light the flares too early, the

enemy troops will be alerted and the plane is likely to be

shot down. If you wait too long, the plane will pass over

head and your men will not. be picked up. Therefore, it is

critical that you know the arrival time of the jlanQ. Your

radio is not flinctioning so there is no way to receive a

message as to the arrival time of ýhe plane. However, you

do know that the Flane left island 1 at 1900 hours. What

time will the pLane pass over your island?

IOu have flown a mission similar to that which your

rescue plane will be completinq. You know that the plane

will be stopping at island 2 and ibiand 3 befcre picking you

up. Furthermore, you know that in order to carry out the

tasks which must be accomplished at each island, the plane

will be at island 2 toz one hour and island 3 for three

hours.
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IN5-9!CTIONS 10 INSTR~UCTOR

IN THIS PORTION OF T'E EXERCISE THE COMMUNICATICN

RESTRICTIONS IMPOSED UPON THE GROUP ARE MEANT TO SIMULATE

THOSE WHICH OCCUR WHEN CGnMUNICATING VIA RADIC 0R T4LEPHONI.

THE GROUP MEMBERS ARE TO PE SEATED WITH THEIR BACKS TO EACH

OTHER TO BLOCK ANY VISUAL COMMUNICATIGN. FURTHERMORE, TO

ADDRESS A GROUP MEMBER, HE OR SHE MUST FIRST Et CALLED UPON

BY NAME. AFTER DELIVERY OF Tife MESSAGE, ONLY THE INDIVIDUAL

RECEIVING THE NESSAGP MAi RESFOND. AFTER THIS PERSON HAS

f(eSPUNDv, ANY OTHER GRCUF MEMBER MAY "CALL" ANOTHER GROUP

MEMBER TO DELIVER ANOTHER MESSAGE. WITHIN EACH GROUP, ONLY

ONE INDIVIDUAL MAY SPEAK AT A TIME AND, WITVIN EACH GROUP,

ONLY ONE CONVERSATION MAY BE IN PROGRESS AT ANY POINT IN

TIME. FOR EXAMPLE, A TYPICAL CONVERSATION MAY EE:

(1) LT. JONES "CALLS" SGT. ROCK: "SGT. ROCK, UOW MANY

SOLDIERS DO WE NEEL IN SECTOR III"

(2) SGT. ROCK RESPONDS: "LIEUTENANT, WE NFED AT LEAST

TWELVE MORE SOLDIEZS."

(3) SGT. CLICK NOW ENTERS TifE CCNVEFSATION SINCE SGT. ROCK

HAS RESPONDED TO JONES AND TiE 'LINES ARE CLEARI: "LT.

JONES, I HAVE FOUR SOLDIERS I CAN SPARE FROM SECTOR V.0

(4) LT. JONES MIGHT THEN RE•PONU

THE ?ERSON ASSUMING THE ROLE OF LT. JONES IS TO ACT AS

THE CUOPOINATOR Of THIS COMMUNICATION NETWOPA AND MAKE SUSE
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THAT THE PROBLEM IS SOLVED. THE SAME SCORING PROCEDURE IS

TO BE USED IN THIS PHASE AS IN PHiASE 1. TOU SHOULD NOW HAND

OUT THE ROLE INFORMATION. TfE PROBLEM STATEMENT AND ROLE

INFORMATION FOR THIS PHASE ARE GIVEN BELOW.

•: P R013L E. SM.TLM E__• T•

YOU HAVE BEEN ASSIGNED TO PROVIDE PRCTECTION FOR A

SUPPLY UNIT. ONE OF YOUR CONVOYS OF TRUCKS IS PREPARED TO

LEAVE WITH AMMUNITION FOR FOUR OUTPOSTS IN AN AREA WHERE

THERE IS A GREAT CEAL OF ENEMY GUERRILLA ACTIVITY. THERE

A3E SEVERAL ROUTES WHICH flAY BE FOLLOWED BUT lIME IS OF THE

ESSENCE AND THUS, TIlE SHORTEST ROUTE WHICH CAN BE SAFELY

TRAVELED MUST BE FOLLOWED. FURTHERMORE, TO CECREASE THE

CHANCES OF THE ENEMY SETTING UP AN AMBUSH, THE DRIVERS DO

NOT WANT TO TRAVEL THE SAME FOAD TWICE. THEREFORE, TtlE

CONVOY SHOULD PASS THROUGH EACH Of THE OUTPCSIS ONCE AND

i ONLY ONCE. WHAT IS TIlE SHOR¶TS.ST ROUTE?

"1. THE DISTANCE FROM THE MAIN BASE TO OUTPOST RED DOG IS 20

HILES (DIRECT ROUTE).

2. TP.E DISTANCL FROM Tt04 MAIN BASE TO OUPOSI THUNDER IS 5

NILES (DIRECT i9OL'lE).

3. THE DISTANCE 'tBON THi MAIN BASE TO OUTPOST FALCON IS 20

MILES (DI&SCT ROUTI).

4. THE DISTANCE FROM CI:TPOST BED DOG TO OUFCST THUNDER IS
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15 NILES (DIRECT ROUTE).

5. THE DISTANCE FROM OUTPOST RED DOG TO GOUTPCST SKY UAWK IS

10 NILES (DIRECT ROUTE).

6. THE DISTANCE FROM OUTPOST THUNDER TU OUIFOST FALCON IS

20 NILES (DIRECT ROUTE).

7. THE DISTANCE FROM OUTPOST FALCON TO OUTPCST SKY HAWK IS

5 MILES (DIRECT ROUTE).

8. THERE IS NO DIRECT POUTE BETWEEN THE MAIN DASE AND

OUTPOST SKY HIAWK; NOP I5 THERE A DIRECT RCUTE UETWEEN

OUTPOST RED DOG AUL OUTPOST FALCON, OF OUTPOST THUNDER AND

OUTPOST SKY HAWK.

SOLUTION: TOTAL DISTANCE 35 MILES- YOUR BASE TO OUTPOST

THUNDER TO OUTPOST RED DOG TO OUTPOST SKY ttAWK TO OUTPOST

FALCON.

In this portion of the zetrcise tbL, ccmeunic4tioa

.1 restrictions imposed upon the qroup are meant to simulate

those which occur when communicatinq via radio or tel.phoae.

The group members are to be seated with tbhir Lacks to each

other to block any visual comsunication. tuttbersore, to

ad4dess a qrouF member, he or she must first kc called upou

by name. After delivery ot the mesige, only the iodixviduAl

e A receivinj tht message may rest0od. After this pert'on has

responded, any other qr'aup mstmbet may Ocallu auboher 4oup
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member to deliver -Another message. within each group, only

one individual say speak at a time, and within each qroup

0only one conversation may be in progress at any point in

time. Por example a typical conversation may te:

(1) Lt. Jones "calls" Sqt. Rock: "Sgt. Pock, how many

soldiers do we need in Sector !II"

(2) Sgt. Rock responds: "Lieutenant, we need at Iast

twelve more soldiers."

(3) Sqt. Click now enters the conversation since Sqt. Rock

hds responded to Jones and the *lines are clear': "Lt.

Jones, I have Lotir soldiers I can spare frow Sector V."

(Li) Lt. Jonei aiqht then respond

Th'e person assusiag the role of Lt. Jones is to act as

"the coordinator 3f this communication network and sake !.ure

that the problem is solved. The save scoring procedtare is

to be used in this phase as in Phase 1.

The communication ctquisites ia this Fhase 4.z

uL'' f Phase 1. Reseeber that time is of

the easebt. and this may require thdt your 5tscsdJes to each

other" be short 0n4 coUcise. You will nuw be qtwen your cole

information. Study this iatoreation ecattully and whet

teady, the group m•e•rbc actinq a- Lt. Jolirs should beqgn the

taak with thi ti.st "radio me.sa~ ".
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.ý2 You have been assigned to provide protection for a

supply unit. One of your convoys of trucks is prepared to

leave with a~lunition for four outposts in an area where

there is a qreat deaL of enemy gaerrilla activity. There

are several routes which may be followed but tine is of the

essence and thus, the shortest route vhich can be safely

tiaveled must be used. Furthermore, to decreasE the chances

of the enemy setting up an ambush the drivers do not want to

travel the same road twice. Therefore, the convoy should

pass through each of the outposts once and only once. Iou

have sent out three reconadissance patrols tc determine the

conditions of various routes. These patrols are led by Sgt.

Johnson, ýiqt. Click, and Sgt. Grange. You are now reAiy to

contact these patrols by radio to find cut what they

discovered. From studying your map, you already knov that

the•e is no direct route betueen the main bat and Outpost

Sky hawk. Likewise, there is no direct ioute between

Outpost kwd Vog and Outpost Fatcon, ot Outfcst Thunder and

Outpost Sky U.4vk. Gtver. titt tanfotlstion CbtA~d&d fro. the

other qroup meabers what it ohe ShO&test coutQ7



You have been sent on a patrol to determine the

shortest route which can be traveled safely by a truck

convoy which is about to leave from the main base. Your

patrol has discovered that the shortest possitle route from

outpost Red Doq to outpost Sky Hawk is 10 tiles atid the

shortest route from the main base to Outpost Falcon is 20

giles. Furthermore, you talked to another truck convoy

which just returned from a similar mission and they told you

"that the saortest route fija Outpost Thunder to Outpost

SFalcon was 20 miles. All of these routes are direct routes.

I
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You have been assigned to provide protection for a

supply unit. One of your convoys of trucks is prepared to

leave with ammunition for four outposts in an area where

there is a great deal of enemy guerrilla activity. There

are several routes which may be followed but time is of the

essence and thus, the shortest route which can be safely

traveled must be used. Furthermore, to decrease the chances

of the enemy setting up an ambush the drivers do not want to

travel the same road twice. Therefore, the convoy shoid

pass through each of the outposts once and only o.:ce. iou

have sent out three reconnaissance patrols tc determine the

conditions of vdrious routes. These patrols are led by Sj7.

Johnson, 3qt. Click, and Sqt. Grange. You are now re-Ay to

contact these patrols b v radio to find .ut what they

discovered. Froam studying your map. yo, already know that

there is no direct route between the main bast and Outpost

Sky Hawk. Likewise, there is no direct route betweeni

Outpost bed Loy and Outpost F4Icon, or Outfcst Thunder and

Outpost Sky tawk. Given the information cbtained from the

other group members what is hthe shortest route?
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!1 a_ inimatii: St. ClIck

You have been sent on a patrol to determi-e the

shortest route which can be trabeled safely by a truck
convoy which is atout to leave the main base. Your patrol

has discovered that the shortest possible direct route frou
Outpost Red Dog to Outpost Thunder is 15 miles and the

shortest direct route from the main base to Outpost Red Dog

is 20 miles.

I

I
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Roll inforldti oL: Grrjqf

You have been sent on a patrol to determine the

shortest route vhich can be traveled safely by a truck

convoy which is about to leave the main base. Your patrol

has discovered that the shortest possible route from Outpost

Falcon to Outpost Sky Hawk is 5 miles. Furthermore, you had

spent several days last week takinq suprlies to Outpost

Thunder and you know the shortest direct route to that

Outpost from the main base is 5 miles.
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§ II

IN THIS FINAL PHASE (,F THlE EXERCISE, CC-MMUNICATION

WITHIN THE GROUP IS SEVEBELY FESTRICTED. ONCE AGAIN. THE

GROUP MEM•kIRS SHOULD SIT IN A FOSITION SO AS NCT TO FACE ONE

ANOTHER. FUMTHERMORE, ALL CU;itUNICATLONS MUST BE WRITTEN.

THERE IS TO BE NC SPLOKEN EXCHANGE OF IMtOBMATION BETWiEN

GROUP NEMBERS. TO PARALLEL THE VERTICAL EXC'IANGE OF WRITTEN

INFORMATION WHICH OCCURS IN TIHE ACTUAL ARMY SE TTING, QNLY

LT. JONES IS ALLCWED TO SENC MESSAGES TO ALL OTHER GFOUP

MEMBERS. THE STUDENTS ASSUMING THE ROLFS OF SGT. JOHNSON,

SGT. CLICK, ANL SGI. GHANGE MUST RELAY ALL L.i IH.IR MESSAGES

THROUGH LT. JONES. REMENiER. POWEVEB, THE SCLUTION TO THE

PROBLEM SHIUI1'D CUOt PEOM TfIr tH THE SUBORDINATE GROUP 3E48ERS

ANC NOT FRUM LT. JjNES,.

THE SCORING IN THIS PHASE StHOULL. BIE DONt IN THE SAOL

FASHIION AS FOR PHASE I AND PHASE 11.

YOU SHiOULD NOW HAND OUT TE9 tLST SET Of POLE

INFORMATION. THE PRObLYM STA'NMENT AOL OLI IfCONATION4 MVJ.

THIS PIASt Alit GIVIN fsE;LQW.

T!GHT MN0 10 YOUIt UIT HAVE VULUNTE HRe fCP A DAISVUS

1SUMOING MISSION. FOUR •ME AVF NEEDt.: A PILU1. A CO'-&ILOT#

A NAVIGATU,. AMC A UCAbA&DUIVR. IT IN UNLIKkLY THAI ANY Of"



THE FOUR MEkN WHO GC ON TIllS MISSION WILL RETURN. ALL OF THE

VOLUNTEERS ARE WELL QUALIkILD AND TtHEIVEORE, YOU DECLDE THAT

THE CRITERION YOU WILL USE TO 'ELECT THE FOUP MEN WILL B.

THE NUMBER OF DEPENDENTS EACH MAN WOULD LEAVE BEHIND IF

KILLED. WHICH FOUB MEN SHOULD YOU SELECT?

1. WILSON IS A Co-PILOT, 8ANRIFC AND HAS THREE CHILDREN.

2, SMITH IS A CO-PILOT, MARRIED AND HAS ONE CHILD.

.3. THOMAS IS A PILOT, MARRIED AND HtAS TWO CHILDREN.

4. MASON IS & PILOT, MARRIED ANL HAS ONE CHILD.

5. TRIPPET IS A NAVIGATOR AND HAS NO DEPENDENTS.

6. PINWAY IS A NAVIGATOR, MABILED, BUT HAS NC CHILDREN.

7. STACY I1 A UOMBAPDIER, MADRIED, BUT HAS NC CHILDREN.

8. COLLINS IS A ACRUARDI61, ARC HAS NO DEPENDINTS.

.sU.L., : 11N SHOULD SEND SMITH, MASUN, TRPPET, ANC COLLINS.

In this ftil1, phase uf the execisLe, eoapuA&!ctjo:1

witihju tkhq 'roup ig ;ievv~rey r~c ac*d Cja itai. 'kbe

gJroup otobocs should bit to 4 vo-tiu :;n ,o AS Uct t fIto one

Thicre is to bw E9 yopokca exchanjle of jufotvtiott betvei

t(Iroup 600bte±s. To pI.Atllel tb* vettt.4l exchaan of vr•.•en

iInfot•s4•Ou %hich ocj&utS iu the Actudl Army st'tinq. only

L



Lt. Jones is allowed to send messaqes to all other (IKoup

members. The students assuming the rolps of Sgt. Johnson,

Sqt. Click, and S,|t. Gratiqe must relay all of their messaqer

through Lt. Jones. Nemember, however, the sclution to the

probl~em should come from tite three subordinate group meiibers

and not from Lt. Jones.

The scorinq in this phase should be dore in the same

fashion as for Pkase I and Phase. II.

When each ot you receives your role information study

it carefully. Remember, those students in the roles of Sgt.

Johnson, Sqt. Click, And Sgt. GrAixge may send aessages odly

to Lt. Jones. Thus, the responsibility for the distribution

of information needed to complete the task talls upon the

student in the role ot Lt. Joufs. Howevcr, fcr the group to

arrive at a cozrect solutico, thv written m5s$aqeS fLoe each

"qroup meiL- to the otbhte must bV cleatly wtitten -o that

the readez in abli. to uadesrtand exactly what he vr she musý

do.

I
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Eight men in your unit have voluuteered for a dangerous

bombing mission. Four men are needed for the mission: a
pilot, a cc-pilot, a navigator, and a bombardier. It is

unlikely that any of the tour men will rcturn from this

mission. All of the volunteets are vell qualified and

ther9tore you decide the criterion you shall use to select

the four men will be the nunber :f dependents cach man would

leave behind if killed. Since you have just entered the

unit you must obtain this information from the NCOs in your

U

K.'<.



In your unit, you hwve lippet who is a ndvigator with
Sno dependents. You have a pilot nhamed Mason vh is married

•:.and has one child. The final vclunteer who is from your

unit is Stacy, d boabardier who has no cbildreu hut is
i; narried.

ci

FI
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::rrIn your unit, you have a co-pilot named Smith who is

married and has one child. ThcUas, a pilot, is also in your

unit. Thomas is married and has two children. The final

volunteer who is from your unit is Collins, a Lombardier who

has no dependents.

* I

-i
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3jig jnfjq#LQJý: famsj~~

Volunteers ftrom your unit include Wilson and Finway.

Wilson is a co-pilot who is married anti has three childreu.

Finway is a navigator vhc is married but h~s nc children.
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1. In vhat ways wat communication ca;ler ii Phase I than in

Phase 117

2. In what ways was comsunicatioii easi4r i.n Phase 1 lahn in

Phase III?

3. Was it more difficult to supervise the irotlem -oiving

task in Phase II or in Phase III Why?

4. What changes must a leader make in goinp; tL;,m face-to--

face verbal exchange to remote (radio) verbal ,.cnversa-ions?

To written communication?

5. In any of the phases, VdS -.he leader of the qrotip aware

of trying to solve the problem on his or her oWn Why?

6. Would the nature of the task which the grcuj was working

upon make any of these three types of comeuuic~tion more

difficult Why what could be done to cotrect this problic-m?

- J
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self .Assessment

addition to the cr;terion 
of nhetheh

-n-adiinn:nOfr 
not the

group was able to obtain the correct solutions to the

problem solving tasks, the students protraying Lt. Jones may
evaluate two other aspects of their performance in the
exercise. In the role of Lt. Jones your principal
responsibility as a coordinator was to obtain as muchI information as possible from each subordinate and to
distribute the information to all other subordinztes working
on the task. With respect to obtaining inforation, you
should evaluate the extent to which you used good listeninq
skills, particularly asking appropriate questions. Did you
stop and decide which information you needed and
systematically attempt to obtain the informaticn, or did you
blindly ask questions?

With respect to communicating the information you
obtained, was this done quickly and accurately? Whenever

possible did you address the group as a whole? Did youspeak plainly and transmit information accurately? When
your communication was restricted, did ycu limit your
messages to only the essential information and questions so
as to save time? Your ability to quickly obtain and

Y; transmit information accurately will be ctitical in your
role as a coordinator in combat situations.

For students assuming the role of subordinates in this
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exercise, the assessment of your performance should also

include how well you were able to ccmmunicate the

information you possessed accurately and guickly. tn

addition, since you had the responsibility of actually

solving the problem, you should examine how well you were

able to inteqrate the information provided by other group

members in order to reach a solution. Did you attack the

problem in a systematic fashion and identify wbat

information was relevant to the solution? Did you transmit

your insights to other grour members? Did you try to

integrate the insights of other members into your solution?

If you can answer each of these questions in aft affirmative

manner, then your performance in the exercise was probably

more than adequate.

i
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SHumSane.•.Ltions Skills

fMany people have mixed feelinqs concerning the teaching

and practice of human celations skills due to the over

zealous nature of Fast human relations skills advocates. We

would like to begin this section by placing some of tF-

issues relevant to human relations in the proper

perspective. In your position as a lieutenant an,' platioa

leader, you are not runninq an encounter qrcup. You are

probably not trained to bc a group therary ccunsol;r and

eve4 if you were, the use of group therapy wcilld not be

recommended in your platoon. Your platoon is part of a

larger orqanizdtion and its primacy qoal5 are mission

oriented, i.e., you are leading a group of individuals

toward the attainment of specific organizational goals. It

is quite important, however, that you have some

understanding of how your actions as a leader will affqct

the Ceelinqs of those soldiers around you. ývrthermore, it

is important.:that you be svynsitive to the emoticos and needs

of your subordinates, since failure to te Ferceptive to

these factors may be detrimental to the ierformance of

individual platoou members and ultimately the Vertormance of

the entire unit. It is unrealistic to believe that 4ll of

your platoon uqabers will be completely satistied. On the

other hand, if a large number of your ýlatccn members are

continually dissatisfied, you will most likely have
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personnel problems which may seriously hamper the success of
your mission. The purpose of this discussion of human

relations skills is to sensitize you to the existence and
possible causes of such problems. Once sensitized to the
possible causes of human relations problems, you may then

- begin working upon solutions to these problems. There is no
guarantee that this chapter will make you 4 human relations
expert or enable you to bq completely successful in your
interactions with all people. While you can obtain some

fundamental knowledge from this chapter, many human
relations skills can be perfected only throuyh experience.

IThe critical importance of actually §jLj and r pacticW

hua- j"jtifL3 p Li nciLR.A1 .to fLuusltl juevej human&
krelations s4j•ls is one reason that you should take a very
serious attitude when perfotming the exercises which
accompany this text. Even the exercises not directly

related to the human relations svctjon of the text involve
human re)-ition skills, it they include interaction with
other inditvidudij. Furthermore, you should he able to apply

the kn.wledqe you qdin in this, and other sections of the
text, in your lnteractious with other people in your every
day life. Thi.-. it particular1y t•tue for situations in which
you find your. in a leadership position. we will now
tuin our at-cution to some sactific fundamental principles

related to effective iuter.ersonal interactions.
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LoomingJ Yours2.1f

The first step in the dev:lopment of human relations

skills is to understand yourself as an individual. If you

4do not understand your own strengths, weaknesses, and

I: biases, then you cannot beqin to understand those of the

people around you. You have certain perscral qualities,

which only you can assess, that nay interfere with otfective

leadership. one simple exercise that you might perform to

increase selt-awareness is to take a piece of japer and list

ten aspects about yourself which you consider Fositive and

ten aspects which you consider nrqative. This list call

include items such as honesty, qreed, or behaviors such as

interrupting other people while they are speaking. These

personal chardacterLstics are ones which we will not address.

It you increase your own awartnes'; of th*ir existence, it

may help you to understand some ot the problems that you say

experience while leadinq Other p.rzsons. This list will also

provide you with the bh-gintinq for a program of aelf-

umprovemeat.

Having comFleted a persotadl inventory of wvhat you

consider to be yucr s*rotiq and weak points, thQ next ste ifn

the development or the human xelations skills you will need

as a leader is to understand your own cultural tidses and

.the b iaet±s of yottr subotdinatts. Sewly comm issioned

-2-3
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lieutenants often d,..sccibe the process of transition from

the college environment of NOTC to the assignment as a

platoon leader as a "cultural shock." This label probably

represents an accurate description os uhat may be occurrinq

and emphasizes the importance of understanding the effect of

"different cultural backqrounds. For examrle, if you came

from a middle class famill and completed four years of

colleqe, you have developed a manncr of speaking, *hinkinq,

and a value system which is quite differeut than that of an

individual who was raised in a culturally disadvantaged

family from the inner city or an individual from a small

rural town. Thes* different backgrounds lead to the

development of different cultural biases. Differences in

cultural tias will occur not only between .1 i1eutendnt and

subordinates, but also between subordinates. For cEample,

one aspect of these cultural biases is the development of

4 stereotypes about memters of 4nothet race or ethnic

background. In the U.S. Army, people with many differet

cultural biases live and work together. The heterogeneous

cultural composition which is likely to te found in a

platoon makes the leadcr's undc.staudinq of the -apecific

stereotypes important tot barsonious humaa relations in thk

platoon. The roascu toL this in that, ohen itteracting with

unfamiliar individjals from another subcultutc, keople tend

to be somewhat c4utious in 1,h-.ir' demninot. Ihe stet.eotypet

w.\nicb we have developed about other ethic or racial groups

-29 4-

iL



may lead us to expect certain Letaviors from indivituals who

are members of these groups. Ihis will be particularly true

if we are not per.;onally familiaL with the other indivlual.

Often these expectations dre for undesirablc, or perhaps

threatening, behavior from the other individual. h .ese

expectations will sensitize us to any behavior fitting that

stereotype. This may lead to a distortion in the perception

of behavior, týus, m4kinq it consistent with the stervotype.

Lanquage differences are likely to exist between members of

your platoon who dr,: from different subcultures.

Consideri.g all ot these tactors, it is eisy to see why

someone may misintcrpret an action of comment as threatening

or deqradigq.

For example, suppose that you have a black platoon

member frQm a latqe urban arra who calls auo*_•ea" man in your

platoon a #really bad mother er." If the cther platoon

member is also a black from an urban area, then he qAj

" rple this as a compliment because hc feels thatý it

represents an acknowledgement ct his shrewdness and abiltty

to accomplish some task. On the other hand, the same

comment made to a white riom the rural south agy 11_d to a

fight. The difference irn the two ceactioný te the comment

isa function of jw f ut~~ First, the

black and white platoon SembetvM ý_ o- s hayvj 41 U-i

barrier iu that "bad" MM car 1UatvA Snt tons "o

9
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particulr . The use of the term "icther er" if

Sth patjAj" ooftet may be fairly neltral in connotation

for that black platoon membeL but highly eacticnally charged

for that white platoon member. The wvate platoon member pM

A stere tjp of blacks which suggests that the use of

profanity by such an individual is a sign of aggression.

Thus, the statement may be perceived as threatening and

result in a "fight or flight" reaction frcm that white

platoon member. Either reaction may jijjjtorS the

stereoty~p which black platoon member has of whites. If the

white platoon member becomes abusive or violent, this will

reinforce the black platoon member's ster[otL£e of whites az

being discriminatory and threatening. If the white platoon

member turns and leaves, the tlack platocn memter U.

i i•.&I-.Set this as further evidence of the white platoon

member's unvillinqness to accept blacks as equals.

This example demonstrates how stereoty.es cause human

xelations problems. The particular stezeoty~es used in the

example represent those commonly believed to be hellI by

black and white members of our society. It is essential o
Lote that all whites and blacks jo o hth

&te 0otPfAs. TO 4Accpt such a general zat ion ooty

represents tuLthec stereotypingj and reinforce cultural

biases which may cause human relations problemo.

These cross-culturcl confrontations can easily creste

tension in the platoon and setiously hinder the. Uftective
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performance of the unit. The platoon leader must take some

action to avoid these conflicts, if possible, and alleviate

the tension if such confrontations do occur. In settling

problems which arise from a cultural confrontation, both (or

all) individuals involved in the dispute sbccuid be brought

together for a counselinq session. Ask each individual to

present his or her side cf the problem and then explain r-e

manner in which cultural biases OL stereotyFes may be

distorting their pprceptions of what has actually happened.

The primary qoal of the counseling sessioii should be to

increase each individual's awareness of the rcle played by

his or her LiasGs and stereotypes in interacting with

members of a different cultural background. The session

should not coacentrate on establishing which individual or

group is at fault or should be *blamed" for the conflict.

To concentrate on which individual or group is at fault will

* probably lead to more defensive behavior, greater

.*uotionality, and tension. This typ#ý of counslinq shu Ild

not be attempted unless you clearly understand thQ culturat

biases which exist within your platocn. If yCu do not feel

that you are capatle of handling the problem, then refer

the subordinawes to an appropriate source, suc as the.

Chaplain or tht ofticer in your company who is rospoaýibe

for race-relations training.

Understanding these cultural biases is only a firut

step ib deAling with hutaa telations problems. ThV tolt of
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a platoon leader will require other kinds of behavior and

human relations skills besides that cf refereeing

intercultural misunderstandings.

As the leader of an organizational unit which has

certain qoals to meet and tasks to accomplish, you will have

to evaluate and provide feedback and criticism to your

subordinates. If this situation is handled improperly, X..9

may be a major source of many human relations problems which

exist in the urit. while it is impossible to give you a

specific step-by-step set ot rules for giving constructive

feedback and criticism to subordinates, some possible

guidelines are available. In the &ray, this type of

feedback session can be rather formal and, depending ou the

severity or frequency ot the performance protlem, writoln

recorda may be required.

The quideliaes which will be discussed in this section

refer to the wertal inter4ction tetveen thi Leader and

soubotd iuaLes. first. i 1owrtmt !Q sond i e

Ajag .421wjt fed~back to subordinates. it subordinates

perform exceptionally vwel, it is beneficial to tell then

that they have done well. Such an action will increaFe

morale and also provide du incentive for subsequeat york

performance. The use of both positive and negative teedback

aecteas•s the chances that sutotdinates wLll teel that you



art *sinqlinq them out* or harassisag then when you do bave

to give them negative teedback or criticism.

Negative jtj~S sho~qjlJ be give, a sr~ *

gL • PJer MZGS tLj g•cctrri. By providing feedback at

that point in time, the subordi..•ite will be able to

associate the criticism with the incorrect tehavior. In

addition, the criticism should be directed at the behavior

Sand its undes ira ble cohsequences , rather than toward the

subordinate as an individual. by adoptiny this stance, the

leader will avoid the subordinate teeling that the leader is

trying to degrade or belittle him or ear. Fuxtheruore,

prompt feedback also increases the chances that the

subGrdinate will te able to avoid eaking the same mistake

again. It will also be advantageous to give tthe save

subordinate praise as soon as the subordinate has performaed

veil.

W~hen informing subordinatvs that they have madt a

mi~a~ke A eadet -hould also Coll the* what tbvy coeld hAve

dout to coctect or avoid thi: problem. Trhat ta when tryiaq

to improve a soidior'5 poor petotoance, some 1JOSnibie

alternate act~ion Nbould b~e .iftcied so EhAt thea soldior will.

be able to isprovto in the tuture.

itat 41l pos:Ablot'k,. a soki-1 St AtLiDtl2

Ceputisands may thocoughly 'Rvrrz tkat individual.. Thizi

embArassveat woold toad to ecto rC teott 4ad ille



feelings that are quite difficuit to resolve. Furthermore,

such actions may create tension in the rest of the platoon

because they do not coasider it fair to publicly belittlt an

individual for making a mistake. This resentment among

other members of the unit may decrease the effectiveness of

your entire platocn.

After a soldier has been reprimanded, the matter is

best dropped aod not brought up in future unrelated

counseling sessions. £ktIl! L~ gupttitk

can~~~~ 9DJ o rdj IgSIinis liii! gjUi !k.h

j~~sin Ž~ eejtoflj The only

exception to this guideline occurs when the ccntinual poor

performance of an individual varidats taking severe actions

such as the istitiaticn of proceedings for discharge fz'oa the

Army. Prior to taking such actions, hovevek, the

subordinate should be confronted with the work performance

evidence And it~ a~SL DI, ~&de jk1outejj eA jhý& t

4iscplingy y.lki D~ jakses if j iLLWrmsa9 lo2-

c~i L t, atter thest steps, perfoi.s4uce 4-*~s not

improve, thee the l/t4ez should take the aece-s cy

corrective Octt on.

A rinai point to ttefsbeL i• that ytg • Otfi

"n0.L of S• 1. 2 aI WIWI.. it you do not 4CCCpt

the blam* for your ova vistales and attempt tc Coorect thee.

then you ean not -ezxpct your subordiabtes to cotrect the&i

failures- Nhi many individuals find criticism ftu% their
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superiors difficult to accept, such criticism may be

particularly dif ficult to accept if it ccees from the

platoon serqeankt, who is officially your subordinate.

Bemember that it is only by receiving feedtdck and then

correcting your mistakes, that you will learn to become aa

effective leadeE. If your conpanding officer criticizes you

in front of your troops for a mistake t;iat you have

obviously made, this may be very painful and embarrassing.

However, you should maintaja your self con~trol and do not

vent your frustrationis on your subordinates. These

individuals know why you ate angry &nd will have mor.

respect for your leadersbip ability if you are able to

absorb such treatment.

As a platoon leader, you will also te *xpected to

perform personal coutultoeinq with your soldiers and $COt.

Although your platooo serqe4uat will often handle mauy of

these probless, suLotdiun.tv% pretet to discuss sen. |robles-

with the lijutet4ntu. A lLkkiy CAe when this will occur

,ill De When the ptmblea eprjrbc-4ed by lhi bcldier Lnvotve

!•the plattoon eU q4: n~rr.over, it 1-t posýitlk thdt youL

Yplaton , ,I may h4vt 4 p4CSOi1al ýZcblmft ah. 34y

SPcoaach you for htlio.

*The i ir-%t stop III pionl4- Couatelxaq i* & b

t•&LtitiCAtijOu Ot thb)!e Whod&nate VhQ may hawvt persoual



problems. Often a soldier will Approach and ask to speak

with you. however, it is more often the case that soidiev,

will be reluctaot to discuss their perscnal iroblems with

another person. This reluctance to discuss personal

problems voluntarily may cause personal probims to remain

hidden until you hegin performance counseling with a soldier

due to poov work performance. You may then Lind that the

poor work performance was caused ty a personal problem. It

may be time tc, either beqin personal counseling with the

individual or refer them to one of the professional

counselors availatle. This decision it.flf is very

important and will be discussed latcr io this chap~ter. In

addition to poor work performanci., personal iroblems may be

Sindicated by continued disciplinary problems with al

individual or his or her qeneral inability to qet along with

the rest of the platoon. It a soldier always seems

constantly withdrw(u UCcm the rest of the rlatoon, this

should serve as 4 warniuy ot possible jerscual problems.

The soldiers' reluctance to discuss Personal ýZoblems will

also mean that. 3i•ply askinq subordiuates to come into your

office end tell you about bhi. or her protleas will act

rosuLt in an ettCtive counseling session. While such

Action cottAiuly will indicate t6at you ace concet'oi, a

uuaber of couuuoliaq skill- would be usefui in ncoiragiag

the individual to di:•cut. his or hte ýLoblebf.

oever, btdor- btginuiag 4 discussion of 5pqcific
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counseling skills, cne important point should br noted. You

should know your soldiers as individuals before you attempt

to counsel them. This means that you should have some idea

about their personal history; i.e., where they came from,

where they live and their family. Much of this information

can be obtained frcm platoon records, discussions with your

platoon serqeant, and informal discussions with each

soldier. A newly commissionid lieutenant once reported that

he found it beneficial to write this infcrmation on a small

memo pad. Until he became fasilar with all of his soldiers,

it was quite useful to refer to these notes before

discussing a soldier's personal situation. Thus, knowing at

least a minimum amount of personal information about each of

your soldiers is an important first step. It will give you

some possible starting point for conversation and help set

subordinates at ease before discussing their problems.

Demeaberinq this point, it is time to begin a discussion of

;ome fundamental counseling skills.

In counseling the subordinate, you shculd appear at

ease. Explain to the subordinate that you want to talk with

him or her and offer any assistance that you can with

problems which he or she may be experiencing. Inform them

that you are concerned about their performance and would

like to help them in any way possible. Emphasize that what

they say to you will be kept confidential and maintain this

confidentiality if at all possible. Probably the only
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justification for not maintaining confidentiality would be

in cases where to do go would possibly lead to injury to the

soldier or other persons. This will be discussed in greater

detail later. If the soldier is unwilling to talk, then

wait a few days and try again. Elemeuber, personal

counseling is not a police interrogation. The soldier must

be willing to talk and want your help. Otherwise, you will

be wasting both your and the subordinate's time.

Once a soldier does begin to talk, use all of the

listening skills which you possess. It is very critical in

counseling that the soldier feel that you are listening and

interested in helping him or her. As you listen to the

soldier, ask questions to clarify points you do not

undecstand. Furthermore, do not ask the person to justify

why he or she may have done something until after the

soldier has had an opportunity to finish exp'laining the

entire problem.

Another important reminder is to never take the

problems of your subordinates lightly. While the problem

4 may seem easy or trivial to you, telling the soldier this

may result in the soldiet's feeling embarrassed or resentful

and withdrawing trom counseling. Pemember, if the problem

did not seem very serious and stressful for that individual,

they would have been able to deal with the situation without

your help.

Once the personal problem has surfaced, then what
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k: should you do? There is no general answer to this question.

In the case of performance counseling you should be able to

be quite directive and clarify exactly what needs to he

done. This is not the case for personal counseling. The

problem resides %ithin the soldier, and only he or she can

solve it. Ideally, you should be able to suggest possible

courses of action which he or she might pursue. Try to

point out very clearly the possible ccnsequences, both short

and long range, for each alternate action available to the

soldier. After this, the gouzse of action is decided ky the

soldier. Once the soldier makes this decision you should

try to be as supportive as possible in helping the soldier

carry out the action. However, it is not Io Ur
S/Ses on_. ibility t__ makeý 2 prson~a! decision for the soldier

and you should njt try to impose your own solution upon the

soldier.

U for

At times a soldier %ay present some very complex or

severe problems to you. If you begin to suspect that the

soldier has very severe personaLity problems or represents a

threat to himself or others, then it is time to eaize the

i 92f y Tabilit• s a u That is, it is

as important to know when to stop and refer a soldier to

more professional help, as it is to know when to begin

personal counseling. The Chaplain of your company or
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battalion can provide you w3th a list of the specific

professional counseling services available on post.

It is very important that this referral action be taken

in a well planned manner, otherwise, you will destroy any

trust you may have gained from the soldier. Explain that

your skills as a counselor are limited and that you are

aftraid that you may not be able to give him or her the

quality of help that the soldier needs and deserves. Tell

the soldier that you think he or she should consider seeing

the Chaplain (or other counselor to whom the soldier is

being referred) because this person has received extensive

training in helping others and would be of greater benefit

in helping the soldier in this situation. Explain that this

decision is up to him or her, and that you would aid by

calling to make an appointment. If the soldier does not

take this advice, then you may simply have to stop

counseling the soldier. There are limits to the amount of

time you can devote to a single soldier-- you will probably

have 39 other members in your platoon who also need some

attention. If you are forced to stop counseling a soldier

under these circumstances, care must be taken to avoid

totally alienating the individual. Let the soldier know

Lhat you are concerned, but that you simply dc not have the

ability to further aid him or her in their current

situation. Besides a lack of time or ability to counsel a

soldier, there are other reasons for taking a referral
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rather than continuing to counsel a soldier. For example,

if you find yourself becominq emotionally involved in the

soldier's problems, then ycu will lose the objective

viewpoint needed to be an effective counselor. This is also

a signal that it is time to refer the soldier to a

professional counselor.

If you sincerely believe that the soldier represents a

threat to himself or others, then it is your responsibility

to that soldier to notify a professional counselor of this

potential problemi. For example, if the soldier has

threatened to kill himself or his family, and he tells you

that he has purchased a gun so that he can carry out thi.

threait, then it is tise to obtain help from a Frofessional

counselor. This is a very serious action and represents a

breach of confi.dence, however, it may be nccessary it the

soldier refuses to see the counselor voluntarily. It is

advisable that you consult your company commander or the

chaplain, and in the strictest confidencQ discuss the

problem befo-re making a referral to any outside agency or

counselor. When maintaininq confidentiality could possibly

result in injury or death to auy per-jon, then you are

obligated to take action and discuss the situation with your

commanding officer or the Chaplain.

Miso U 1gqISlA1j l Sj1c1~

There are many other suggestions that are important for
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the development of human relations skills. Perhaps the
"bottom line" to successful human relations in the platoon

is best summarized in a statement s.ide by an NCO with about

25 years experience in the Army. To be an effective leader,

this NCO felt that the lieutenant must keep in mind that in

the Army the "mission" is always stressed but, in actuality,

the correct attitude is that of " mission first and men

always". At the very heart of this concept of "men always"

is the realization that each individual is a human being and

by virtue of that fact alone, be or she commands a certain

amount of respect. You may believe that your soldiers' jobs

are simple or do not demand any great skill or knowledge.

"However, remember that they have a different background than

you and, if they do their job well, they deserve the same

I amount of respect that you deserve when you pexform your job

well. Repeatedly during interviews with SCOs and soldiers,

one hears "it the lieutenant wants my respect for him as a

leader, he must first respect se as a soldier and as a human

being". If you remember this quote and act accordingly, yett

will be well on your way to avoiding human relations

problems which could damage the effectiveness of your

platoon.

A Lieutenant-jlaog IjeAnt iflnA1Qfltjo

One important human relations situation encountered by

the newly commissioned lieutenant is that of interacting
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effectively with his or her platoon sergeant. Human

relations skills are particularly important whan you first

meet this NCO and when you need to discipline him or her.

These types of interactions are probably the most stressful

and frequently mishandled problems which are encountered by

the newly commissioned lieutenant. The stress arises from

three basic differences between the lieutenant and NCO:

differences in age, real and perceived differences in

organizational maturity, and differences in the bases of

power and influence of each of these individuals.

i ~ peatn i the ?latoon se.§naj. The newly

commissioned lieutenant must bear in mind that the first

meeting with the platoon sergeant will be critical in

determining the nature of future interactions. Therefore, a

lieutenant should spend sufficient time preparing for this

meeting. Preparation should include a self-azsessment of

j his or her own strengths and weaknesses. This self-

assessment may help remind the lieutenant of mistakes he or

she should avoid during the meeting and helF build up a

iii ti& level of confidence. In addition, the lieutenant

should gain as much information as possible about his or her

platoo, sargeant frcm soucces such as the company commander

and other lieutenants. PerhaFs the most important thing to

keep in mind is that a platoon sergeant should definitely be

treated with respect, but not neccssarily viewed with awe.

It is possible that a platoon sergeant will perceive a
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new lieutenant to be low in organizational maturity while at

the same time Ferceiving his or her cwn level of

organizational maturity as being higher than it really is.

These perceptions may be responsible for comments or actions

by the platoon sergeant which many lieutenants find

intimidating or autagonistic. However, organizational

maturity is a multidimensional concept. While a new

.lieutenant may have little insight into the informal

structure of the organization and not fully understand the

role which must be assumed by a platoon leader, the

lieutenant does have certain technical knowledge• that the

platoon sergeant does not possess.. It is natural that the

new lieutenant will teel that the NCO deserves a certain

amount of respect due to his age. The platoon sergeant may,

in fact, desire a certain aicunt of respect. Given these

two points, it is important that you first approach your

platoon sergeant in a Aanner which conmunicates a certain

amount of respect. For example, aake it clear from the

onset that you redlize that he or she has mcre experience

than you and that you would like tc rely upon this

experience to aid you in your decision-making.

However, remember also that platoon sergeants are

human. They can and do make mistakes. D0 not make the

mistake of allowing the platoon sergeant to place you on the

defensive. It you bejin your relationship with the platoon

sergeant with a detensive attitude, it may inhibit the
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development of the good working relationshiF you need to

develop with this individual. Most good platcon sergeants

will not try to take 4dvantaqe of the lieutenant's

relatively low level of organizational maturity, however,

some may. Hlow does one show respect but not seem completely

helpless or put into a defensive position? There are two

points which a new lieutenant should remember. First, you

"do have formal authority over the platoon sergeant. This

power should never be abused and, if possible, one should

avoid trying to "pull rank" on the sergeant, but the

authority does exist as a last resort. The second point is

that you do have certain strengths as a leader; i.e., good

communication skills and knowledge of the most recent

technical advances. Try to maintain your self-confidence

without becoming too oversure of yo,).rself. If you approach

your platoon sergeant in a self-confidJent way without the

attitude that you "know-it-all" or that your are going to

immediately tdke control of the platoon away from the

platcon sergeint, then the ".interpersonal problem" of

interacting with your NCO will not develop.
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if you find it necessary to criticize your platoon

sergeant's pOLformance or repriMand him Or her for a

mistake, it is absolutely essential that you refrain from

reprimandiuqg him or her in front of other members of the

platoon. To do this is embarrassing and wculd probably

undermine the NCO's authority in the platoon. It is likely

that the platoon sergeant would never forgive you for such

action, and would probably find some way to repay the favor

by embarrassing you in front of your troops CE your company

commander. If you alienate the platoon serqeint, this may

prevent you from completing tasks assiqr.ed to your platoon.

Often t'e platoot. sergeant knows when bh or she has

made a mistake. Thus, the majoz part of a performauce

counseling session with your platoon sergeant should not

dwell upon reprimanding the NCO for the mi.stake. The

primary focus of the counseling should be a mutual exchinge

of information leading to an understanding of why a mistake

occurred 4nd how tc avoid the problem ip the future. If the

mistake is of a technical nature, be sure to prepare

yourself before beqinninq the conv.vrtati-n. Uy making this

preparation in 4dvanc, you will be ready it the platoon

sei'qednt becomes defensive and accuses you of beinq wronq.

If you doubt yourself, it is very easy to "loose your cool"

and behave defenivy-l, Oo not allow this to haipon becaust

it mill do aocC da4age than good it the sessicn turns into a
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heated shouting match.

If the problem centers drcund a question cf .udqment or

policy, di.4cuss different alternatives atid consequences with

the platoon sergeant. It will. hb more constructive if You

can avoid saying to the platoon serqeant "you were vwong".

Rather, you should attempt to discuss the strenqths and

weaknesses of the sergeant's action and the actions you wish

his or her to take. You may be suprised to find that such a

tactic will lead to less resistance and you both may learn

somethinq in the Frocess of your interaction. This team

approach to solving proble ms will result in greater

commitment on the part of the NCC and less resistance to

tuture suggestions or changes that you may wish to

implement. It thk NCO retuses to cooperate in such a team

ceftort, then you may have no choirc, but to zimply say "you

are wronq and thin; is the way this adtter will be handled ht

this platoon". flowevet, coun.ider this only 4AfteL all othet

cooperative str4tetlies havt tailed.

The following que•stionts may be u:sed as a checklii't to

assess yout hum4n relations skills afte r entering yout

, platoon:

1. Do you listen attentatively to co*Vlaints add not

iutimidate the soldiec. makiuq the costlaints?

2. Wo you eLprim4nJd in private, rather tbhn pm •ublic?

-313-



'1,1 1 .- ---

3. Do you know each of your soldiers as an individual?

4. When criticizing your soldiers do you cfer then

suggestions on bow to avoid makinq the sane mistake

in the future?

5. Do you know how to put a soldier at ease in a

counselinq session?

6. Do you believe that a soldier who does not get

promoted should be qiven an explanastion why

he or she vas not promoted?

7. Do you give praise to a soldier who does a good

job?

8. Do you believe in letting people know how they

stand with respect to their performance?

9. Do you admit your .wa mistakes?

10. Do you understand your own cultural tiases and

those of your soldiers?

.4
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HUMAN RELATIONS: Counseling -- Performance versus Personal

Human lRelations counseling may be a full tice job for a

lieutenant. The skills Lequired for successful counseling

include communication skills such as those practiced in

exercises I and 2, as ue 11 as competence in the aLeas

discussed in this chapter. You should review the sections

in the chapter on p-rfomaitce counseling and personal

....... .tui a L -iercise. The exercise

focuses on settling a dispute betwecn an E-5, Sgt. Spoon,

and one of his men, Pvt. Kaha. Sgt. Pock settled the

initial dispute which was close to an all out tight. Sqt.

Pock felt that Pvt. Kahn was at fault and sent him to Lt.

Jone3 to see what could be done. This type ot human

celations problem is quite common in ally 14ge organlation.

i ncludiaq the Army. It yiU can [lot settle thtst types of

problems ie your platoon. itt , pertormancv is liely to

suffer.

The objctitt-6 for tt twc attu in this vxerci iv

Sosvhat diUferet. Fjr the S*utlbt assuliny the role of

Lt. Jones, "hc extrc&-e rill Frovidk an opportunity tor you

to demomstrtrt yeur ability to obt ta iat om4't)oia of a
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personal nature from a subordinate, understand the

subordinate's Vrobless, and provide a reasonatle solution to

the conflict in the hypothetical jltoon. Ycu will receive

feedback from the other actor in the ciercise as to hob

successful you were in makinj him or hei feel at ease and

talk with you. The adequacy of your solution to .he problem

will be presented to and discussed by the entire class.

For the student takinq the role of Pvt. Kahn, tais

exercise will provide you with the opportunity to gain some

insight into how A soldier cooing to you for coursetinq may

teel. Pay particular attention tc how the behavior of the

student portrayinq i.t. Jenes makes you feel. You may

provide this student with valuable feedback, while at the

same time qaininq insight into problu-ms you may encounter

when you begin counseling sibordinztes iA ycuz cwu platoon.

SIVIAL OPLTIONS A61 AVAIL&BLý. kU, CNLUCTlNG TH-US

EXERICISr. THlE CLASS LAS UE LCIVIDEi) 15TO SIVIII&I TW.-PERSCN8

U;903fl'. AMU! TIUE IXENCCLi. IAR CLASS 4.3 4 VHOLE CAN

£ i~'.iCtUS TH9 OUT¶COME OF THE EIVOCZS? FOCUSING MN~ TOE AC UtS

Ofk NUIR&N USAI MSSILLS.. A (CM(D 1i O $ Ttt&T

I PSVes$O (O8 NUoar) &SO &,ilSGI TO A (;POUP. Tzilt TWO-

P965OlS PONT&At T&f tIULV; VnIL9 •Mt OTEMIS SIUIhMTS kACT Vt

OU5E8Ve!i;. THES.E CStVOVIS %:Am via-1VVeC FESCOACa Is3rovxiUMo

TO TMI ROLE 1 [I•fURIMNTS. 06 O*VERI RECORD rJOU)S At9 FROVIODU
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TO FACILITATE SYSTEMATIC OBSERVATION. A FINAL OPTION IS TO

HAVE TWO PERSONS PORTRAY THE ROLES WHILE THE REST OF THE

CLASS OBSERVES.

PERSONS WHO PORTRAY T$E ROLES OF LT. JONES AND PVT.

KAHN SHOULD BE GIVEN AT LEAST 10 MINUTES TC FAMILIARIZE

THIEMSELVES WITH THEIR ECLE INFORMATION. THEY SHOULD READ

ONLY THAT INFORMATION WHICH REFERS TO THEIR ROLE CHARACTER.

THE ACTUAL ROLE PERFORMANCE SHOULD LAST ABOUT 10 MINUTES.

UPON COMPLETION OF THE ROLE PLAYING, THE STUDFNTS PORTRAYING

7.... LT. JONES AND PVT. KAHN SHOULD ANSWER THE QUESTICNS PROVIDED

FOR EACH ROLE. QUESTIONS ARE ALSO PROVIDED VTO GUIDE GENERAL

CLASS DISCUSSION.

ins tructio s to Student

This demonstration requires two students. One person

is to portray Lt. Jones, the other person is to assume the

role of Pvt. Kahn. The irstructor will provide you with the

Sappropriate role information. Do not read the role

information given to the other student. Study your role

iuformation carefully. Then engage in an interaction for

about 10 minutes with your partner in a manner consistent

with your role. When fiuished, answer the questions at the

end of the exercise.
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Sgt. Rock has brought to your attentioc an incident

which represents cnly one of a series of conflicts between

Sgt., Spoon and Pvt. Kahn. It seems that Kahn is not

following job instructions from Spoon. On Monday, Kahn came

in a hour late. Sgt. Spoon was obviously uyset and began

reprimanding Kahn in front of the other soldiers. Kahn was

visably shaken and started shouting obscenities at Spoon and

then left without :eturning for the rest of the day. Sgt.

Spoon reported the incident to Sgt. Rock who senc Kahn to

you the next morning. You have a note frcm Sgt. Spoon

regarding the incident:

Lt. Jones,

Monday morning at 0800 hours my squad tegan a

rifle repair training session. Pvt. Kahn was

absent. In the middle of the session, Pvt. Kahn

came to the session. Nhen asked why he was late,

he replied that it was none of my business. When

asked why he didn't bring his rifle (the soldiers

were notified of this t,-aining two days before),

Pvt. Kahn said that he didn't need any.

training. The rest of the soldiers became

restless and began laughing. In crder to keep

control, I told Kahn that he better shape up or
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else I would recommend disciplinary action. After

shouting obscencities at me, Kahn just walked out,

without returning for the rest of the day. This

is not the first time that Kahn has been

insubordinate. However, this particular incident

has affected the morale of the other soldiers.

They were restless for the rest of the day. It

seems that Kahn is an informal leader in my squad

and some of the other soldiers model his tehavior.

These incidents must stop. 7

I.- addition, Sqt. Rock told you that Pvt. Kahn is

scheduled for a promotion to E-4, with a corresponding raise

in pay next month. Rock said "this boy (Kahii) needs that

promotion bad; I've seen him working at a gas station late

at night. He is a good soldier, but his attitude is ruining

his chances for a promotion."

In your performance records, the file fc.r Pvt. Kahn

showed that he had come from a rural town in the southeast,

graduated frow high school, and enlisted into the Army about

two years ago. Kahn had been in this platoon for these two

year3. The first record of disciplinary protlems was dated

one year after Kajn had enlisted. This Froblem was a

fighting incident with a fellow soldier, Spoon, who has

since been promoted to a squad leader. Two cther incidents
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have occurred since then, both between Kahn and Sgt. Spoon.

One concerned a reprimand by Spoon for a piece of equipment

damaged by Kahn. Kahn felt the reprimand, a fine, was

excessive. The cther incident was a similar reprimand

problem. The previous lieutenant from Platoon A had put a

note in Kahn's folder saying he thought Kahn should be put

in another squad, but that Sgt. Rock did not want this to

happen because "Kahn keeps Sgt. Spoon on his toes".

You had just finished reading Spoon's ncte when Pvt.

Kahn appeared at your door.

I
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Qe inD: Private Kahfl

You have not been able to make ends meet these past few

months. With a 2 month old infant, your wife cannot work to

help with the income. In addition, more and more bills have

accumulated. Sure, the Army provides many services, and you

take advantage of all that you can, yet, the ucney runs out

before payday. Your wife thrcatened to take your child and

go to her mother's because four day to day existence is no

way to raise a child.,' To avoid this, you took a job at a

gas station during the vight hours. Thus, your work load is

heavy and you get very little sleep. Hence, you do not have

the energy to put extra effort into the training that the

Army provides. With this training, you could jet a

promotion to E-4 with a raise in pay. However, you feel

that Sqt. Spoon does not want you to be promoted. You feel

that you are better qualified than Spoon, and hence, Spoon

is afraid that you will get his job.

On Sunday night, you had a big argument with your wife.

You stayed up all night worrying about what is going to

happen to your marriage. After a couple of drinks, you went

to sleep on the couch. You overslept (your wife did not

wake you up as usual). As you rushed to work you wondered

if Sqt. Spoon would again embarrass you in front of your

fellow soldiers. Wheh you found your squad, you realized

that you had forgotten yoiir riile. Before you knew it, Sqt.
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Spoon was asking you why you were late. It sounded more

like a cruel remark than a question. You were upset and

nervous. You felt that you had trouble encugh without

Spoon. Furiously, you told Spoon what you thought of him

and in a rage cf 2motion, you left. Too upset to face Sgt.

Spoon again, you didn't return thE rest of the day. Your

attitude was "so what if they kick me out of the Army, I

could always get another job."

That evening you had a long discussion with your wife,

recounting the incident with Spoon. She said "Why don't you

talk to Sgt Rock, he is understanding, remember when he

helped you before." You talked to Sgt. Bock the next

morning. Sgt. Rock told you "I'd like to help you, but if I

did it might cause even more trouble with Sgt. Spoon because

1 did not follov the chain of command." "Anyway, Lt. Jones

wants to see you." Sgt. Rock also told you that Sgt. Spoon

had sent a note to the lieutenant. You were worrying about

what might be in that note. You are also reluctant to talk

to the lieutenant about your personal problems.
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It-t Jones

1. What personal problems does Pr.. Kahn have which might

be interterinq with his attittide toward the Army? What can

you do, or suqgest, as a lieuitenant to help Kahn?

2. How miiht Pvt. Kahn be disciplined for his

insubordinat ion?

3. From talking to Pvt. Kahn, could you put yourself in his

place? What are the advantages and disadvantages of doing

this?

4. Did Sgt. Spoon react appropriately when Pvt. Kahn came

in late to the trdining session? How should he lave

behaved?

gI!t Kahn

I. Did your talk with Lt. Jones reveal the personal

problems that are interfering with your job?

2. Did Lt. Jones ask relevant questions concerning tht

incident with Sgt. Spoon? What important qj estions did Lt.

Joees not ask?

3. it you were Lt. Jones, what would you have done

differently? What would you have done to Pvt. Kahn?

4. As Pvt. Kahn, how reluctant were you in talking about

your personal protlems with Lt. Jones?
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1I. How soon in the counseling session was Pvt. Kahn's

problem revealed? Did Lt. Jones' questions ceveal Kahn's

problem, or did Kahn voluntarily state the [rctlem?

2. Did Lt. Jones suggest several solutions to help with

Y. Kahn's problem? Were these solutions realistic? Did they

interfere with Kahn's job?

3. Sugges'. ways that Lt. Jones may have disciFlined Kahn

for insubordination which would complicate, rather than

solve, Kahn's problem. What are some long term and short

term solutions to Kahn's problem?

I

- '



i I OBSERVER RECORD

'1' Instructions: check the appropriate box if the behavior was

observed in the actor's role.

lBehavior Role

Lt. Jones

1. Paid attei.tion to other

2. Gave 2ye contact to other

3. Body orientation toward other

4. Occasionally nodded head

5. Occasional short verbal remarks

6. Interrupted tiie other person

7. Put words in the other person's
mouth

8. Asked questioiis for information

9. Asked questions for clarification

10. Spoke audibly

11. Used appropriate vocabulary
for role

12. Spoke slowly when topic was
complex

13. Used appropriate tone of voice

14.Aked If other person understood

hlow would you characterize the communication: one-way or two-way?

If the latter, in which direction? Does this seem to have any

relationship to the above checklist?

-325-



•,•'• ..Exe~rcjs~e _5

HUMAN RELATIONS: Cu tural Biascs ard St-ereotypes

introduction

The chapter you have just completed discussed the

problems which miyht arise from conflictiug ccltural biases

dand stereotypes. A platoon ledder may be required to lead a

group of individuals with very differert cultural

backgrounds. Consequently, there is alwafs the possibility

that conflicts may arise when biases or stereotypes cause

soldiers to misinterpret the actions and behaviors of other

soldiers. It these conflicts are not promptly attended to

by the platoon leader, they may develop into major problems

and prevent the platoon fzom functioniny as a cohesive unit.

A successful so'kution requires the intervention of an

individual with awareness ot the cultural tiases involved

and veil developed human relations skills. The individual

must be able to listen to both sides of a dispute Ln an

impartial manner.

In the present exetcise, you shoulu beqin to formulA•e
4Alternative plans to solv~e problems whict arise due to the

different cultural bac kqr rtndt of platoon me+mbters. Afte-

reading the descriFtion ot an incident which cccurred in the

hypothetical Platucn A, it Vill te your lot to outline a
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plan of action that you would take if you vere in the

position of Lt. Jones, the platoon leader. In an actual

Army setting, your success or failure to adequately resolve

the problem would have an important effect uFon the human

relations climate of your platoon and its future

performance. You say also be required to report to your

comaandinq officer and e•xplain why the incident has occurred

and the steps you intend to take to resolve the problem.

In this exercise, you are also required to analyze the

possible reasons fcr the described incident and to outline a

plan of action you will take to resolve the problem. These

answers will be presented to your instructor and to yo'ir

class so that you may benefit from their criticism and

conments.

Remember that the prismry goal of the exercise is not

* to defend your answer as the only correct sclution to the

problem, but ratbtr, to gain as much insight as possibleA
into different courses of action which may be available to a

platoon leader in this situation.
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A=I M2MI NSTRUCU2T

THIS EXEVCISE IS DESIGNED TO BE COMPLETED BY TiHE

STODENTS INDIVýA)UALLY AND THEN DISCUSSED BY THf CLASS AS A

WHOLE. THE CLASS DISCUSSION IS A VERY IMPORTANT ASPECT OF

THE EXERCISE. TO FACILITATE THIS DISCUSSIC4 IAND PRUVICE

MAXIMUM TIME FOR CLASS INIERAC¶ION, IT IS RECC1¶NENDED THAT

THE STUDENTS COMPLETE THE FIRST PART OF THE EXERCISE BEFORE

COMING TO CLASS.

1 ngtrqcti9n to -'jqen

Place yourself in the role of Lt. Jones, the platoon

leader of Platoon A. After reading all of the relevant

information, develop a plan with the specific steps you

woul.d take to solve the problem. You will be provided with

the opportunity to present your plan to the class and

explain uhy you have selected your course of action. The

class discussion questions for this exercise may be used as

a guide for both formulating your plan and also as a

framework for evaliatinq the lans of other students.
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Rl x nforu~tig

You are Lt. Jcnes. It is flonday morning, and you have

just returned to your office after being out of town on a

three day leave. On youE desk are the follcwing reports,

memos, and notes.

flilitary Police Report

At 0100 hours oii Sunday, July 8, 1979, we

received a call to break up a fight at the

Enlisted Persons Club. When we arrived at the

scene, five soldiers were involved in a fight in

the parking lot. The men were ordered to stop

fightitg but they did not respond. Eight MPs were

required to physically separat(, and restrair tte

five soldiers. A larqe crowd had gathered and

several by-standers beqan shouting otscenities

when the officers arrived. Lt. Troy, the MP

officer in charge, decided it was beMt to remove

the Pon involved in the fiqht from the immediate

vicinity. All five seldiers were then taken into

custody and transrorted tAý the tase M?

headquarters.

The Light appeared have started ovet a race-

relatd 4rqusent. Thoee of the participants; Pvt.

Greene, Pvt. Thoopsoo, and Pvt. Ssith are black

while the two of the soldiers,. Pvt. Slusher, au4
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Pvt. Stone, are white. Pvts. Slusher and Stone

charged that the three black soldiers had "Jumped

them" as they were leavinq the club. Accordinq to

Slusher ad Stone, the five had a heated exchanqe

in the club while drinkinq. Slusher aud Stone

then left the club. As Slnsher and Stone

approached their car, the black soldiers allegedly

lumped then from behind, and the fight started.

Pvts. Greene, Thompson, and Smith tejorted a

different version of the incident. According to

these soldiers, they had been in the clut drinkinq

and minding their ovn business when Slushec and

Stone entered the clut. and began dti;Ikiuq at a

table next to them. Slusber and Stout: al.lqedIly

became abusive and started making obscanp and

racially derogatory coameuts to the black

soldiers. The black soldiers knew Slusher and

Stone and assumed they were just drunk. Since the

men were all in the same platoon, they did not

want to statt a fight and Pvt. Gteent? allegedly

told Sluaher and stone to "cool it" and get lost

4 or he would tell the club manager that Slushi 4and

Stono meoe drunLs aod t~yinq to start 4 Light.

Slusher and stoue then lett the club. A •tv

minutes later, Greeue, Smith, and Thonm;on al.n

decided to leave. As "h•ey headed to their
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respective cars, Smith and Thompson heard Greene

yell as Slusher and Stone allegedly attacked his.

Smith and Thompson ran to help their friend, and

the fight developed.

No witnesses were available to ccnfirm or

deny either version of the story. All cf the men

had been drinking and no one appeared seriously

injured in the fight. Pvt. Smith arpeared very

nervous and asked permission to call their platoon

sergeant, Sgt. Rock. The request was granted, and

Sgt. Rock arrived at headquarters approximately 45

minutes later. It was now 0400, and the soldiers

appeared to be sobering up. All five men appeared

to have respect for Sgt. Rock, and when he

requested that the men be released into his

custody, it was decided that this would be the

best alternative. Pvts. Smith, Stone, Slusher,

Greene, and Thompson were released into the

custody of Sgt. Rock at 0455 hours.

Report filed 7/8/79

Office Lt. Troy

In addition to the above police report, the following

two notes are on your desk.

-. 132-

"----------------.-



Lt. Jones,

Five of your platoon members were involved in

a fight at the Enlisted Persons Club on Saturday

night. The MiPs reported the incident to me this

morning. As you can see by the report on your

desk, it is unclear what happened. IT want a full

report from you as to what reaj.jX happened and

wy!. I'll expect to see you in my office by 1400

this afternoon with a complete explanaticn for the

incident and what you plan to do about it.

Capt. Wallis
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The incident referred to in Sgt. Rock's note wVs a

particularly troublesome problem that had occurred on

Thursday, July 5. Apparently, Sgt. Spoon had teen barking

orders at his squad all morninq and when he crdered Pvt.

Smith to qo clean out the latrines in the barracks, Smith

refused on the grounds that Spoon was prejudiced and only

qave such tasks to him and other black soldiers. Sgt. Sroon

uttered some racial slur that upset several sebers of th,:

squad. The incident might have become a brawl had not Sgt.

Rock artived on the scene and taken SFoon aside, reprimanded

him, and taken charge of the squad himself. Eefore you left

Friday morning, you sensed that there was a lct Of tensiot

in tile platoon. There had been several racial iricidenta in

the platoon before you took command. You hoFed that the

incident betwven Spoon and smith did not wean future

problems.

Obviously, you were wLony and tlh problem ia now

stadrinq yO4 riqht in the face. You hav until 14O0 to find

out what is -e4llv qoinq on dud com up with -%Me possible

a Uswet,5
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After reading the above information, outline the steps

that you would take. Be prepared to justify why you would

take these actions. You may find the following questions

helpful in preparing your answers for the class discussion.

Prepare the plan 9 LQJE 92_wf.

i•. i~scus§ion 2 tjes.i&

1. Is it possible that cultural differences are involved in

this incideut Why?

2. What role might cultural biases and sterctypes play in

the problems of platoon A?

3. Would you concentrate ycur efforts on finding out who

started the fight at the club Why Why not?

4. flow would you discover what really caused the fight?

S. Would you discipline the soldiers involved in this

tiqht? if so, what punishment would you tecoomend?

¶ 6. How would you involve the captain in ycur efforts to

solve the probles?

7. How would you involve Sqt. Rock in your efforts to slwv

the problem?
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§Elf AfSessas a.

Given the information provided in the exercise it

should be obvious that cultural biases and stereotypes

played an important role in the incident. The fact that

racial comments were made in the club is an obvious cl'ue to

this fact. furthermore, such stereotypes and biases are

often most problematic wh.?n individuals hav6 teen driokning

and their behavior is less restrained by concern for othprs

or concern for the possible consequences of actiu9 out their

feelings.

If faced with an incident such as the one described in

this exercise, your efforts should be focused upon finding

the cause of the Liblej!. Trying to establish who started

the fight is representative of paying attention to symptoms

rather than the problem itself.

The question of disciplining the soldiers involved in

the fight has no easy answer. If you did discipline the

soldiers yourself, the discipline should be applied equally

to all individuals, since the establishment cf quilt may be

impossible. Itowever, it may be unwise or unnecessary to

4discipline the trcops yourself. Since the APs were involved

in the incident, disciplinary action is likely to bc

forthcoming trom the COsFany or battalion levcl. This is

one aspect ot the solution in which it way Le very wise to

"iL.nvolve the copanay coatir~der. PesembeL tbdt you oust
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recognize the limits of your authority, vutile at the same

time not acting in a saaaer which might be perceived dS

condoning such dct ionS.

Sgt. Rock should play an important rol-P in your plan to

solve the problem. He is likely to possess a great deal, of

information about the tension in the platoon and obviously

has the Lespect of most of the soldiers involved in the

incident. Nteeting with Sgt. R~ock would be the first step in

effectively dealing with the problem.

The company or battalioa chaplain and/or race-relations,

office"7 would be another individual to consult early in your

efforts to improve the situatiLon, perhaps as the second step

in your plan. This individual say be dble to provide you

with valuable information and actudl assistance in talking

with the soldiers involved in the fight. The third and

fourth steps in your pldu miqht be to obtain intormation

4 concerning the diseiplinaty action which say bt- taken

against the soldiers by higher military duthorites and to

interview each soldier it~iividually.

Atter obt ain ing all At this itiformaticn you might

drrange d sootinq ct 4l1 ot the individuals vbc were in~ the

fight. Since the son miSt work tQ4CfhOez iii the platoon, it

would be advisAble to try to settle thv dispute in .4 well

.Acontrolled s*t'isg so as to avoid futut' prctlevm.. Sgt,

Rock and pcerhaps the cha~laia might 4lso attond this meeting

to help *dint-ain d cals and stablv atbosphere, patticularly
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if you forsee a resumption of the argument -etween the two

groups of soldiers. The locus of this meetiny should be

upon the stereotyFes each group has of the cther and the

ways these biases may be causing problems ty distorting

perceptions and causing defensive and hostile tehavior.

You miqht arrange a seminar in race relations to be

attended by the entire platoon, if you feel that the tension

in the platoon exists because ot widespread human-relations

problems. The soldiers should bc informed cf the company

commanderls concern about the problem. It is important that

the Captain be kept well informed of the prcblem since his

backing may be needed to transfer or release from the Army

any individual who refuses to coo:;erate with efforts to

solve the problems in the platcon.

Finally, in carrying out all of these actions, your

behavior must be absolutely impartial with respect to

treatment of soldiers of ditferen" racis. If you advocate a

policy of equal treatment but allow your own cultural biases

to i•fluence your behavior, then your efforts will likely be

futile.

J!.



Undergjfl.4ig th FQLa An L~jsij §jStrutVre

The manner in which a task is performed may frequently

be different from the recommended formal procedures of the

organization. In the Army, the formal crqanizational

structure involves an officer and NCO chain of compmnd.

Quite often tasks are completed with the use informal

organizational structures and procedures. Figure 4-1

presents a chart illustrating the typical formal Army

organizational structure from the battalion level down. The

solid lines indicate the formal chain of command which

should be used. This formal chain of command and

organizational structure should already be familiar to you

since it probably has been discussed in other courses.

It would be impossible, and probably uisleading, to

present you vith an organizational chart illustrating the

Otypical" Lbvul s=.r_1• c which might exist in your

company or platoon. This specific knowledge can be gained

only after you enter your unit and establish the necessary

communication channels with pe.-sounel in the unit. At this

stage of your development as a leader, you should be avare

of the possible existence of such structures. we Vill

attempt to etplain why such stcuctures exist, how they may
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be identified, and finally, how you miqht te able to use

them to iccomplish platoon goals.

Zhe go mpl imentary - sas..s s.tucS.re. Often an

informal organizational structure exists because the formal

orqanizational structure does not function effectively.

Thus* if an officer in the formal chain of command does not,

or is not able, to perfodm a job effectively, then an

informal structure may develop which allows for the flow of

information and/or power to bypass this link in the formal

chain of command. Who will be involved in this informal

structure? The informal strut%.i~e will probably consist of

one or more individuals who have informatica and access to

resources which will help the unit accomplish its mission.

The informat ion and resources to which members of the

informal structure have access must be the same as those

information and resources controlled by the officer

occupying the formal organizational position which is by-

passed. Frequently, the individuals who have access to

information and control over the resources are SCUs who are

already part ot a formal orrganizational structure. In the

informal structure, they assume control or authority which

is not officially a part of their rosition in the formal

orqanizational structure.

IThe situation described above represents one Irossible

reason for the existwnct of an inforsmal ajani2ational

structure. Struc.ures which d4ivelop for this roason 4re
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often beneficial to an organization and help to complement

the existinq formal structure. In fact, in Eome cases such

a structure may have the unofficial sanctior, of the members

of the formal chain of command. This may be the case when

officers simply do not have the time to perform all of their

functions due to a shortage of officcrz or an unusually

heavy work load. Under these conditions, there would be

little resistance toward the involvement of a ccmpetent NCO

who could assume some of the duties which would normally be

performed by an officer.

La•DrmauI r,2!S.L-i-&ti.o ýhLnnels. Informal structures

may exist for other reasons. Soldiers may wish to receive

information faster than the time it takes for the

information to filter down through the formal chain of

command. Sometimes the.;e soldiers do not trust the accuracy

of the information gjiven to them by members of the formal

organizational structure. They may suspect, for example,

that the information that they are receiving is not

complete. As a result, an informal communication network

may develop. This structure is normally reterred to as tht

gqrapevine". Knowledge of, and access to. the information

flowing through this Ctmmu1nic4tion channel will be vety

beneficial to the ffotrts of a new platoon Iader. Vho is

involved in the -grapevineo? There are many possibilities

and these usually include individuals who have the

opportunity to sae or hea&t the informatica tlcwinq through

-342o
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the formal communication network. For example, a radio or

telephone operator may have the opportunity to overhoar many

convere tions, and thus, can obtain large amounts of

information. NCOs working at the company and battalion

level may also be possible sources of infcration for the

"grapevine". There is a great deal of formal and informal

interaction between NCOs at all levels in the company or

battalion. Frequently these intormal interactions represent

the seans by which intorm4tionl passes into tnc "grapevine*.

na•stic j..ormal stJructgure. A final reason for an

informal structurc is the general discontent which may

resile asonq the soldiers in a unit. This is the most

detrimentAl type of informal sitructure. It is also very

difficuil for -t ncn-mebher to qain information about this

itformal structure. These informal structures h.ist because

soldiers do aot teel that the formal crqanizational

structure is responsive to their nevds. Under these

couditions, iadividuals mad be ablo- to qain 1-ower vith a

unit by proaisinq to itprove the situation. In some cAseOS,

pover may bv qaiued by sially demonstrating clea reO.istancu

to membets Ot the tormal oQr4qij•4tional ý;tructure.

Keep in Sind that, altl*osjh these intotmal sttucttUes

develop foL differelit i -.on, •hey say on oc.sion

comalement each o.he&. Yor cxam2ie, an intocsal lta4der who

rtpcesents the disoutante4• membbts of the unit 6ay Otap

into the y'apevie" to obt•tu knovwIdje ibout tuturt tctions
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which will affect the unit. The key individuals in the two

structures may not always be the sanc. For instance, it is

unlikely that a senior NCO will ply d role in an iufotaai

power structure that hds evolved from discontent. This type

ot informal structure often creates numerous Froblems for

NCos, particularly the platoon vergeant. The leader of this

type of intormal stLucture is likely to be the type of

iadividual who is ofrell labeled as a "rebel* or

""troublemaker.- In some casis, he at she may be a former

NCO who was "liusted" for disciplinary reasons. These

intormal leaders are often able to maintain their influence

over other soldi.ers be:au•is thty have qualities of an

effective leader such -s good communication 4kills and well

developed technical ukills.

we hAve tiow di,.custjcd three Lasocis why dn informal

StLUCtUEwMc y dLvClop. It you have r-ason tc believe that

au informal tructur.t vists, then you should use your

coadmuication 4ud human1 r~adtions skIllt; to g9An a hotter

understandiag ut the dynm4ics which are responsible f= t-t

* - *iitu4tmon. Tou should spend time t4alking with your MCOs dn4

soldiers. In thi5 way you will be 4ble to lWAZU hoe yuo*"

solditts feel dbout boiaq 4tl ycut Flatoou. Tcu will 4lso be

ablit to doter mine which IndA viduai cottiol co.kny

reozuurcez& and wbich pver!:oza 4rt the most reliative sourcos of

"la-
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information. Upon establishing the trust of those

"individuals you will be abLe to ,tetcrmine thcse persons you

need to contact to accomplish a task in the mcst efficient

and reliable manner. You wil, also be able to ideatify

informal leaders whose actions are contzary to the mission

ot the grnit.

T he j1kkla (Iqgf;toA Stt tuS .12 Aqhk~eI

flow might the inf.a3mal structure be used to help

achieve the goals of the form4l organization? Before

discussing this topic, it should be mentioned that the

"formal chain ot command should be fcllcwed whenever

"possible. Formal orqanizational structures exist in order

to clearly delineate the resFopsibilities and authority of

individuals occupyinj litftetnt positio~is in -he

orqanizatlon. when usinq the formal chain of CoaMAnd

deltneated in this orgqaaizAtioaal structure, your orders

must be obeyed ov subordifaae; will be subject to forsal

discipliflary action.

The langer inhetent in uniny iatotsal eqjanizatoouat

strzcrtur• iLs that eptrituace r4thet than totz4l rank &s the

most &Lpoitant factor de-ortininq in individual's int•Qcurr.

rrc• ,be niowiy come i-.tioawd lieuteoaut i as a very low levdl

oe orq45i.Z4at litoad I -utiry, he or ±ih.- will have little

i afluieac a within toforeal sxuctu,.-ý. It you, as PlA4oa



leader, attempt to make use of informal structures there is

no guarantee that you will have the authority to influence

other individuals. Furthermore, if you fail in your attempt

to use the informal orqanizatiopaal structure, this may

influence the respect the platoon members have for you as a

leader. Thus, if you attempt to use an informal structure,

it may have an effect upon your ability tc function within

the formal organizational structure. The primary reason for

presenting a discussion on the use of informal structures is

to give you some insight into the manner in which structures

"function and the possible ways in whict the informal

structure can be used to su_;Plement utilization of the

tormal chain of command.

Comiementary bn-passý structures. To use an informal

structure uhich has evolved for the [urpose of supplementinq

the formal structure, you must obtain the help of

indivdiudls controllilug the iesourcf-s needed tc accomplish

your mission. Critical Incident II provides an illustration

of when such action miqht te taken.

I
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FIGURE 4-1

FORMAL ORGAR1?ATIOINAL CIHART

Capt W1 ý1#\Capt. Mackilt
Co -Y Co. ABC

I~t bark~r Lt. kiss': Jolla* Lt. Cl~aytar
It. C ~t. APit. A

S&L. Jackson Sat. P..l SIt. Av Sgt. Katshai.

NC4uc C ilrMUPc NCO gaff

NCO Rss NO D CO Vlts

E IT
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ýca jjcidtnt I

Lt. Claytor was pacing back and forth in

front of his platoon. I hey had- .been waitLng for

45 minutes for Pvt. Utown to return from the motor

pool with a truck needed to transport the platoon

into the field for a training exercise. The first

time Lt. Claytor I.dd scheduled the training

• exviciz' hA hd to cancel his Flans because motor

pool hdd no trucks available for his use. This

time he had talked to Lt. barke , the company

mEoocerr and requested that Barker

authorize him to obtain a truck that morning.

Barker said that he would take care of the matter.

Claytor could not figure out what was delaying

Brown. At that moment erown returned in the same

jeep in which he had left with nio truck.

"Sorry to take -so long Lieutenant, but motor

pool says that thoy were never authorized to give

us 4 truck and that Lt. 8arker was gone for the

rest of thoi day," Browl' Leported as tie climbed out

of the jeep.

Lt. Claytor was obviously mad, but he knew

that without UarkeL available to authcrize the

truck he could aevc- conduct his tield tcaining

exercise. tie might as well turn the troops over
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to Sgt. Marshal, his platoon sergeant, who

hopefully could find somethinq fo. the soldiers to

do. Whe. Claytor start.,O explaining the situation

4' to Sgt. Marshal , rarshdl interrupted his and

said, "Look Lieutenant, the men are really up for

this traininq exerci-.;e. They are tired of doing

busy work and if we cancel this exercise today we

are really qcinq to have some morale problems.

Besides, they desperatcly need the training for

the up-coming Battalion FTX.-

"I know that, Sergeant, but motor Foo would

not give Brown a truck and Lt.. Barker is not

available. I quess I could try to contact Capt.

Mackie, but by the time he authorized use of the

truck it would be too late to go on the execrcise,"

4 said Claytor.

"Sir, if you don't object, I know Sgt.

Krammer (First Sgt. Krammer is tit cosiany level

supply NCO) p:retty well, 4nd I think I can get us

a truck in atout five minutes." As Patzhal was

finishing this sentence he was already headed to

the telephone. Two telephone calls later Sgt.

Marshal was headed out of the building where he

had used the phone. Just as he Leached Lt.
Claytor t.o reprit the result., of his efforts, a

truck ind driver arrivwd trom motor Fool.

L



As the men wete qettinq in the truck, Sgt.

Marshal turned to Lt. Claytor and said, "You see

Lieutenant, if you will just let me, I can make

this whole operation run a lot smoother. After

all, I haven't spent the last 14 years in the Army

doing nothing."

I -.

-3"0ES-



.n•.rma CLunui_!tionf Ch9nneiz

Just as intormation flows both up and down the

hierarchy of a formal structure, it likewise does so in the

informal structure. The information flowing up the

communication channels comes from soldiers at the platoon

level. Thus, if you can gain access to the "grapevine", you

should be able to gain some insight into hcw your troops

feel about your leadership capabilities and their general

reactions to the wock environment. This information will

allow you to diaqnose the causes of disatisfaction which may

develop in the platoon. Once you identify the causes of

discontent, you may take prompt action Lefore a major

problem develops and disrupts the performance of your unit.

However, caution should be taken in reacting to thiz

information. Be aware that ýhe information flowiny thLough

the "grapevine" may possibly lack credibility.

false information mdy travel down as well as up the

informal communication network. The information flowing

down to the soldiers may iticlude false cumots which oovld

create tension iv the unit and disrupt perfcrxance. If you

have definite verification that such information is false.

you may be able counteract the effects of the rumor by

giving your troops correct information via the formal chain

of command.

jnt•gla is injora4 st3UCS. If ycu discover an

-)51-
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informal structure which has developed duep tc discontent

among your soldiers, this does not necessarily preclude the

possibility that such a structure may alsc be used to

further accomplish formal orqanizational goals. The major

issue is whetber the informal leader is determined to act

against you or is merely reacting because the individual has

no constructive way to PxFress hiz or her disatisfaction.

This situation may arise when a subordinate with good

technical and leadership skills perceives Friclems in the

platoon but feels unable to influence the forEmal leadership

of the unit. By includinq the intormal leader as one of

those subordinates whom you seek informaticn from before

making decisions, you will probably gain the cespect of the

informal leader. Under these conditions, the informal

leader will be oriented toward accomplishment of the same

goals that you are.

If the informal leader is motivated simply for personal

* I power and is not cooperative, then the new lieuteaant is

faced with a situation which could jepocdize the efficiency

of the platoon. These conditions could, in fact, result in

a struggle fot power between the lieutenant and the informal

leader. The uest capter addrvsses the issue of power and

influence and what might be done to deal with this

particular conflict.

-'4
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THE FORMAL AND INFOURAL (IOGANIZATIONAL STRUCTURE

Jjitroducti n

Informal organizatiotual structures may develop in any

active organization and typically serve two functions. They

provide a pathway cr channel for the flow of information and

they define relationships between member of the organization

which exist outside of the foLmal organizational structure.

The forwal and intormal relationahips between the

members of military units typically lead to the development

of informal qroup structures within the units. One task

which a platoon leader must accomplish is to identify these

intormal structures that exist 4ad those company anJ platoon

members who ure involved in these informal structures.

Normally this information could be obtain,.'d through

conversations with members of the company ard 41so from

observations of the platoon and company. As previously

* discussed, the importance of this information is that it

will provide the platoon leader with a better understanding

of the manner in which his or her platoon functions within

the company. Identificatiou of the intfrmal structures may

also allow the lieutenant to anticiato possible conflicts

which may develop between the formal 4nd informal

organizational structures. It use of formal oegauizttional

procedures fails, thc knowledge of iuforsal ciganizatiuon;l
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structures may Frovide the platoon leader with alternate

means of accomplishinq the Flatoon goals.

ObIectivYej

The primary objective of this exercise is to provide

you with an opportunity to attempt to identify possible

informal structures which may exist in an Army Battalion.

if you were in an actual Army setting, you would be reqpired

to gather the information needed to identify these informal

structures by interacting with and observing members of the

unit. In this exercise, the information needed to identify

the relationships existing between members of possible

informal structures is contained in the written descriptions

ot severdl members of the battalion, a formal ctganizatioual

chart of the Battalion, adt a description of a Battalion

operation. A new lieutenant must use all available

information to decide what intormal itructures might exist

and to identify the sembers of these structures. In a

similar manner, you mi•y find that the information you have

gained aboat Company XYZ LUom previous exercises say aid you

in your task of identiiyinm tha infotmal stxuctures in the

14attalion. Remember that the insights that you qain in this

exercise m4V be crktical not only to your performance in the

next exercise but also your etfctiveess as a leader in

your iirst platoo,.



-N MTUCTIONS 12 ___IUCT

I N T1 15 XEUCIStv S¶ (JD ESTS SHCULL FIRST WORK

INDIVIDUALLY TO IDENTIFY 1t.' PELATIONSHIPS EFTWEEN MEMBERS

OF THE INFORMAL SIRUCTUBiS IN THE HYPOTHETICAL BATTALION.

EACH STUDENT SHOULD ALSO IDENTIFY POSSIPLE CCNFILCTS WHICH

MIGHT OCCIUR PETWif$ TIlt kORMAL AND INFOFMAL CHANNELS OF

INFLUENCE IN THE iATTALION. IF CLASS TI`1E IS LIMITED, THE

STUDENTS MAY COMPLETE THr.SE TASKS PFICR TO THE CLASS P614roD

IN WHICY, THE EXE*RCISF WILL BE DISCUSSED. CLASS DISCUSSION

IS ESSENTIAL TO THIS EXEFCISF. DUBING THIS DISCUSSION,

STUDENTS SHOLD PRESENT THFIV IDEAS CONCERNING WHICH

BATTALION MEMBERS INFLUENCE OTHER UNIT MEI3BERS THROUGHi

INFORMAL CHANNELS AND PO'.'UNTIAL CONFLICTS WHICH MIGHT OCCUR.

STUDENTS SHOULD BE ENCOURA(;EC COMMENT UFCN AND IN SOME

CASES ClALLANGE THE IDEAS OF 1t"EIR CLASSMATES.

In this evercisc you vil. bt- 1pcsen~t.l with three typtes

of iutoraution. You Viil bt- kJiVet .1 toC2aI o0qdnizdtioU4,

chart of a Battaloion. You will ilso be givea dtscriptioti of

,eVe.•dl ebt•.l S Of the 4atall iou. Contained within c-ch

description i inforuiation about the tfhavio. and tliefs of

!i the per-son beingq dvetl• bed 4ud A descrl~t iou of the

•i•relationships- that inklivi,4u~l bL-tv with uthtz *Qvburs of thce

bAttlliOn. Thc. final Source of iotS4'tUo #ill be a brief

te~c='ptioi- uf tht vdanuec iti which Copasvy IV" 4nd 14'latoon A



prepared for a recent Field Traininq Exercise.

You will have two tasks to complete in the exercise.

The first task is to identify possitle informal

organizational structures which may exist in the Battalion.

You should prepare a brief paraqraph or outline describing

the informal structures that you think may exist. As part

of this task you should also illustrate the relatioashiFs

between members ot the informal structure gn the forna

gdL• tohviAR-A _i the exercise. To do this,

you should place dotted lines on the chart connecting the

names of those iodividual.i whose informal relationships

miqht serve as a neans to ad-complisb oryantzstional goals.

These functional Leldtiouships may enable unit members to

by-pass or supplement the formal orqanizational structure.

The second task ts to identity possible coutlicts wh.*ch

may occur due to the existeact ot both formal and informal

channels of inLutluece in the same unit. fou should pzr4parc

a List Oa these ccntlicts ,i,.h a brief eXzllaiai4tio of why

you belit-ve uach conflict may cccur.

Your iasttuctc- may ask you to completv. the AtIove tiaik_

before thit class period tin which thk -xerc sI will bf

dilcussed. Ourra', the CLaN!;, 41.cu-•.%Lob, ycu will pie.ent

your answers And the clad will cocavat upo, and evalu4te

eacbh tudent's etfourt. it you tol th4t you hAve +aiiel 4

part icualr ibziqht trto the idwut ift tctatn oa int'rmai

Structutus, tho tunctioniuq cL theve tuctus. 0t1ti

t- _ - -- T&Lim -



relationship with foraal orqanxzatjnnal st~tucturps, you

should share this with the class.



FORJKAL ORCANIZATIONAL CHART

Col. smit.

FirstS&L. 7 Capt. Ilia Capt. Kack. e

It.. C ?It Bco. AEC

Sgt. Jhso.lo SSE Clic Sg. onogt.*ag

V5E5
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Col. Smith servtw 3 tours in Vietrani and is very well

respected~ by his troops -ind in the O3riqadc. He ha~s an open

door policy 401 ttlieVeS that problems ran only te solved by

confrontinq them "head-on." When Col. imith vas a capzekin

in Vietnam, Sgt. Rock served finder ili. After severdl

transfers, both Ace again serving in the sate unit. Col.

Smith ha_- a high reispect for Sgt. Pock's technical

eXpertise. ýhlpn Col. Smith first b'ecame battalion

Cominander,. CdptS. Wallis rind Nackit b4d just Loe promotcd

and vere in th*.eiL first, company commauder positions. Smith

!;4w much pottntidl in these men. but felt that Mackie vas a

btttter o-erAll lealet b~tc.tusw at whAt he cdlle'i wbeisnq able

to put yourself in the s,~er± ~hoc~.; Ot. Hiss! 4nd

ClAytOr had qood cmunicti~uu with Col. Smnith. Col. Smith

thought thst LO.. junes s*eesvd tu bcivtt poter.tial. Lut he wAs

&nexperiente4. On tievteral OCe5C,&IS Col. Seith, capt.

Pmackii, Anil Itai. R *i; L14yt.-)r, 404 Jones t~ilked At tht

Ofticttt ClUV abotut thi w t.rae ith SCOV ot thxe mo~te

OuniqmjEý solidvrsl 'rhise talk~f 4.1a%:1Y 4044d up wIth the

senorottz~ txeh4rAqiuj war iio~tjfr. LolI. Naitti 4tLIilvk-

ltd Lt. diarkie bocju54 h~t 1*1z th4! b~rkt~ v42 not d'ain. h1i-

(4irT S-h4z4 Uz ~t hatws V~k* dtie t I1*4 all C tit to :it

jz k,.o U. Lvl. S=Oh th.1 tivt kDO.V *any enftast~*d4 Protnripl



except for some of the platoon sergeants. He let the

lieutenants handl.• the platoon matters.

Capt. Wallis has a reputation for demanding much from

his subordinates. He may be called a punitive leader

because he does not praise for a job well done as much as he

reprimands for a job poorly done. Fo:: instance, in the last

Field Training Exercise, Lt. Riss put in extra effort,

working long hours to prepare his Flatccn for field

trainiing. According to Col. Smith and other Brigade

inspectors, Lt. Riss's platoon was outstanding and deserving

----- pr eBarkcer's platoon madc orso:n eas

one cf his squads got lost in some thickly wooded areas.

Capt. Wallis never tola biss that he had done a good job and

Wallis reprimanded barker for being a tad leader. Both

lieutenants were upset with Wallis' "insensitivity" to their

situation.

Capt. Wallis has good two-way communications with the

other company commanders in the battalion. However, with

his subordinates, Capt. Wallis strictly adhears to the chain

of command. The only exception to this is CaFt. Wallis's

interaction with Sgt. Rock. He realizes that Sgt. Rock has

a different philosophy of leadership but that Sgt. Rock is

always ready to help First Sqt. Krammer if the need should

arise. This indicectly helps Capt, Waliis.
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Lieutenant Jon s

Lt. Jones can communicate openly with Col. Smith, Capt.

Wallis, and Lts. Riss and Barker. Jones thinks highly of

Lt. Riss, esjýcially since Sgt. Bock told his that Hiss is

the best lieutenant in the Company. Lt. Jones is modeling

Riss's leadership style and Lt. Riss is willing to help

Jones learn the duties of a lieuten nt. Lt. Jones is proud

to work with Sgt. Rock, although he is ccnccrned whether

Sgt. Rock will allow him to "take charge" cf the soldiers

once he has "llearncd the ropes." Both Capt. Wallis and Lt.

Hiss warned Jones of Sgt. Rock's paternal attitude toward

his men.

Lt. Jones is familiar with his squad leaders Johnson,

C! 1 . . . . . r. r ; % n g n o , a n . . .c . l a iý G ,1 c u r , l ie. f e e i - t h l -a t

Johnson has the best potential for a leadership role.

Johnson's men, Munch and Bestow are well trained and capable

of doing any assignment that they are given. Lt. Jones

makes it a special point to occasionally stop by and watch

these men in action. Lt. Jones considers Sgts. Click and

Spoon as average performers who have yet to develop the full

capabilities of their soldiers. There is a special problem

in Spoon's squad. it seems that much conflict exists

between Spoon and private Kahn. After a counseling session

with private Kahn, Lt. Jones was pleasantly surprised by the

amount of technical knowledge possesed by Kahn. However,

Jones was worried that Sqt. Spoon's behavior would
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discourage Kahn from seeking further training and promotion

to an NCO. Lt. Jones occasionally stops by to see Kahn and

his fellow soldiers to check up on how they are performing.

Sgt. Rock feels this is unnecessary, but Lt. Jones wants to

avoid any further conflict in this squad.

Sgt. Rock has known Col. Smith for a number of years

and had served under him when Col. Smith was a captain in

Vietnam. When Colonel Smith has a special jot to be done he

usually assigns it to Sgt. Rock. Sgt. Rock Frides himself

on being able to tackle any job that might arise. Both he

and Sgt. Jackson have the same attitude about their roles as

platoon sergeants: "As I see it, our jobs are to lead,

supervise, and train the platoon. The lieutenant does not

have the time to keep the soldiers working on their jobs

every day. If I have to put twelve hours a day into my

platoon, I will. The soldiers are my responsibility and I

better well have the authority to fulfill my

responsibility." For these reasons, both Sgt. Rock and Sqt.

Jackson end up doing most of the work in the Flatoon. They

never complain because they feel this is their job and they

take pride in a "job well done".

Sgt. Rock feels that Lt. Jones will be a good leader.

He realizes that Jones allows him more fteedom than have

other lieutenants. Nevertheless, Lt. Jones keeps telling
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his that "after you teach me the ropes here, I am going to

take charge of those ropes and tighten up the slack". Sgt.

Rock knows that Jones is trying hard to be a good leader,

and respects him for that. But, if Jones were to become

unreasonable, Rock could pass a few comments to his friend,

Sgt. Major Duke. These comments would eventually return to

the lieutenant and "straighten his out". Siacc their first

meeting, Lt. Jones and Sgt. Rock have come tc agree on "how

best to get a job done" (see exercise 2). Sgt. Rock

concedes that in the majority of cases, if one plans wisely,

then "the job can be done by the book." On the other hand,

Lt. Jones realizes that poor planning frequently results in

having to do a jot any way possible; even if the method does

nn+ agree -ith standard optCating procedures. Lt. Jones and

Sgt. Rock now have regular planning meetings at least once a

week.

Sgt. Rock also communicates well with Lt. Riss because

the two have worked to..theL in te past. Put Rock kno• s

that Jones seeks advice from Riss and he knows that Hiss

does not care for his informal way of getting the job done.

Rock is good friends with Sgt. Jackson and they often help

each other. Lt. Barker, Sgt. Jackson's platocn leader, does

not get along well with Sgt. Rock. The problem is that

Barker feels that Rock sometimes takes advantage of Sgt.

Jackson. In turn, Sgt. Rock does not resp:ect Lt. Barker

because be feels that Barker trys to take advantage of Rock
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Ij :by exploiting Rock and Jackson's good wocking relationship.

Recently promoted, Platoon Sgt. Peel attributes his
promotion to Lt. Riss. Both he and Lt. Riss work closely

together in platoon operations. Lt. Piss makes the
decisions and Sgt. Peel is given the treedom to carry out
the decision in the manner he deems most appropriate. Peel
describes this working relation as: "... a team approach to

platoon operations. Even though Lt. Piss is my superior, he
is more concerned with wcrkinq relationships than authority

relationships.-" Sgt. Peel is friends with Sgt. Rock and
Jackson, but he feels that their style of leadership could
not work tor him. "There is no way that one man can be

responsible for all the work in supervising a platoon of
men* Sooner or later something will go wrong an:l the
leader's attention will be taken from the rest of thk

platoon. This results in crisis managemen+ for which the
leader spends his or her time resolving one [loblem after

another."

i seqej _jqhaso~n

Sgt. Johnson, an E-6, has the best squad in theplatoon. His team leaders, Munch and Bestow, have trained

their men very well. He feels that the "tough jobs ill the

platoon are given to out squad because we can handle them."
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Johnson is proud of his work and hopes to be promoted to

platoon serqeant within the next year. He and Sqt. Rock

have a good working relationship. "Sqt. Rock trained me

well and I have given this training to my squad leaders.

Our squad has more promotables than any other squad in this

platoon." Sqt. Rock said that "Johnson's squad is the best

around. If his men were to go to BNCO and Johnson was to

attend ANCO schools, then they would be prouoted quickly.

But, I need then around here to do special jots because of

their reliability and exceptional performance." Lt. Jones

also recognizes the talent in Johnson's squad.

Sqts. Clik a ...... ...... buddies. They were promoted

togethe: and -zey work closely together on many assiqnsents.

They realize the proficiency of Johnson's section but they

dislike the "%pecial treatment" that Johnson gets from Sgt.

Rock. They feel that by virtue of beinq in the same

position as Johnson, that they should get the same

Opportunities tor training and promotion. '1he soldiers who

scrve in the squads ot Click and Spoon are average

performers. The one exception is Kahn who is capable but is

hurtinq the morale of Spoon's squad due to his Poor

attitude. Specialist Kahn had previously worked under Sgt.

Johnson for a year and became discouraged when Spoon did not

treat has subordinates in the same manner as Jchnson.
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I Train~g §.ri

* Company XYZ was preparing for a ten day Field Traininq

* Exercise (FTX). Lt. Jones had several things to do before

his platoon could enter the field. First, being the company

}: fire arms officer, he had to make sure that all the firearms

in the company were operatinq perfectly. He had to rely on

Sgt. Rock when various :Jeapons needed repair. It was a good

thing that he was able to give Sgt. Rock this task because

Rock knew where to go to get special equipment repaired.

For instance, one anti-tank weapon did not operate properly

and no one in Platoon A could fix this weaFon. Sgt. Sock

knew that Sgt. Jackson in Platoon C had received special

maintenance training for this weapon. Sgt. Rock and Sgt.

Jackson had helped each other out in the past, and now,

Sgt. Jackson needed a few extra gasoline Jerry-cans to qet

his platoon squads ready for the FTX. First thing in the

morning, Rock brought the malfunctioning weapon to Platoon

C. After lunch, Sqt. Rock sent a private over to Platoon C

with a dozen jerry-cans. This private returned with the

repaired anti-tank weapon.

It is interesting how ,;t. Rock got the dozen jerry-

cans because it eeamplifies his inforval ways of doing

things. The most likely source of these Jerry-cans would be

in the motor pool for which Lt. Claytor of Platoon A,

Company ABC, was the motor pool officer. 61is First Sgt.

Marshal, would be the man who could get this equipment, but
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Sqt. Bock did not know Marshal well *,nough to informally get

the equipment. Pock had found out trom Sqt. Click, who

recently had motor pool duty, that there were a couple dozen

unused jerry-cans in the actor pool storehouse. It would be

simple for Rock to submit a request for this equipment, but

by the time the request would be Frocessed, the company

would be out on the FTX. So Sgt. Pock told Lt. Jones the

reason he needed a dozen jerry-cans. Lt. Jonzs, reali7ing

the situation, told Rock he should be more careful before

agreeing to get equipment tie did not have. To solve the

problem, Lt. Jones had. Rock locate extra jerry-cans in their

platoon; Rock located six of these.

Lt. Jones did not know how to get the remaining jerry-

cans in time for the FTM, 5,t. Rock told Jones that he

would take care of it without any prot'lems. Sgt.. Fock

promptly contacted First Sgt. Krammer and ex[lained how he

needed to get six jerry-cans from the motor Fool in Companv

ABC. Krammer said "Rock, I've owed you one for awhile.

Send a soldier to the motor pool after lunch to pick up the

cans, but you will have to (jet Jackson to fill out a request

for six cans." "By the way Rock," Krammer ccntinued, "how

is the wife and chidren..." Nlaster Sgt. Krammer had lunch

with the master Sgt. from Company ABC. Right after lunch

there were six jerry-cans sitting by the motcr pool gate.

Rock called Jackson to tell him a request for six jerry-cans

must be submitted before they go on the FIX.
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1 Sgt. Rock is not the. only one it, the rlastoon who usc.s

such expedience in doinq i job. In one cL Platoon A's

squads, Sgt. R~ose- was workinq with a team of men packing

t(ents for the FTX. A tfw of thk. tt.nts were .xceptiorial.y

damp and needed a quick dryingj. Rose knew that Bestow, a

fire team leader in ancther zquad, was takinj a load ot

jungle uniforms to the laundry service for cleaning. Pose

asked Bestow if he could have he tent.s put into the dryers

while the other things were bfir•. washed. "Sure", Bestow

Ssaid, "if you could spare ,in extra soldier tc help fold the

uniforms, I'm short of man-power." Post- wds atlle to spare a

soldier. Because of Hos*. and UeFtow's mut*.al cooperation,

both tasks wez'k complcte'd more etftctiv-ly.
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Fxercir,ý 7

OPERATION OF FOIRMAL ANC INFOPMAL STRUCTURES

In the previous exercise you weL, asked to identify

possible informal structures which might exist in Platoon A

and Company XYZ. In an actual Army settinq, if an officer

is to function with maximum effectiveness, ht must not only

know of the existenco of such informal structures but also

must understand the processes by which they cerate. This

understanding will provile the officer with alternative

courses of action which may Le used to accom[lish a tazk.

Furthermore, the understandirig of how infotm4l structures

operate may provide the ofticeL with insight into how a

"trouble maker" in the unit is able to influencc other

soldiers and subsequently reduce unit effectiveness.

object Yes

In completiuq this exercise, the student will be

required to consider how the informal structures identifijd

in the previous exercise actually function as channels of

communication and influence. The class discussion should

'4 mjprovide the student with further in siqhts into tte

multiplicity of paths which may dctually be available to

accomplish a mission. Whilo it is not ir~tvndk2 #^ provide a

list of all possible ways in which informal structures may

-3b9-



2J

operate in the Army, thc exercise should stimulate thinkinq

on this topic and providt d heater undpristanding cf how the,

generail principles discussed in the text apply to the U.3.

Ar my.

Inrtions to Instructor

THE INITIAL P1HASE (;F THIS EXLRCISE IS IC BE COMPLETED

ON AN INDIVIDUAL EASIS. THtF CCMPLETICN OF FART CNF OF THE

EXERCISE MAY REQUIRE A tAIbLY LONG PkRICL Of TIME (ONE HOUR

OR MORE) AND THUS, 11 IS RECOMNENDED THAT STUDE0TS COMPLETE

THE FiRsr PART OF THE EXirCISE DtOFE LOMING IC CLAj::. IF

THIS STEP' IS TAKEN, THEN MUEE TIME WILL BE ALLCWED FOP CLASS

UISCUSSION, WHICH IS A CRITICAL ASPFCT OF THIS EXERCISF.

DURING THE CLASS DTSCUSSION. YCII SHOULD AITEMPT TO ENCOrlRAGE

STUDENTS TO PPESENT THEIP ANSWFNS AND SOLICIT CPITICIAMS AND

COMMENTS ON THESE ANSWERS F•FO CTHEI STUDENTS IN THE CLASS.

'This exercise consists of two parts. The first p4rt of

the oxorcLse i3 designed to to completed on an individual

basis. In this phase, you will be qt a A desCriptiou at a

task which Lt. Jones and Platoon A must accomplish. You

will also be providted vi h some additional intcrmat iot n bou

Comp•ay XYZ aid you shoul, xnucrporate all of the knovledqo

you have qainod a q)• ut F-1Atoon A it d Comiaoy XYZ from

previous exercise.* 'sZ:i. -11 ot thtis Littoreation you %iIl
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bo asked to outline tht iteps which illusttatt the process

by which the task qiven to Lt. Jones miqht Le compLeted.

The first outline you complete should illuEtrate the steps

you would take if you were Lt. Jones and you were usinq the

formal orqanizdtiouia. s.ructurcE And chain ot command. The

second outline should iilustra•te the steps ycu miqht take to

accomplish the task if the torMI_ structur_ ,ind chain of

command were not functioning properly and you were required

to use informal procedures and work through the Lnformal

structure.

The second part of the exercise is to evaluate what you

consider to be the relative efficiency ot cach of these two

courses of action, You should also consider the possible

problems or conflicts which mijht 4rise frem use of the

lntormaal structure. Bt frepared to present your outlines

"* and evaluations of the relative efficiency and possible

problems to the class. bkhile listeninq to cther st'adents

present their solutions, you shquld ask que-ttonz 4bout

statements they make which you do not understand.

Furthtermore, you should teol tree to chtllcn-je the orher

students' answers it you tee! they are icorr'ect, but you

!.hould also be prepared to justity why you think tatýy are

incorrect. The infoLsatiou you will oeed to cospleeto -he

exercise is contained ir the role informatiou suctioa below.
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Assume the role of Lt. Jones. Your latoon is

participating in a Brigade level field traicing exorcist.

In past exercises, Platoon a has not performed particularly

well and this has in turn lowered the ratings received by

Company ITZ. Both Capt. Wallis and Col. Smith have stressed

that they expect better results from Platoon A in this

exercise. Capt, Wallis has clearly iudicated that he will

accept no excuses tor poor performance, and you realize that

you will ultimately be held responsible if the platoon fails

to accomplish its assigned uission.

It is the fifth day of the exercises and until now

Platoon A has turned in an outstanding performance.

tHowever, you have lust received a new bet of corders at 1300

hours. A major night operation is to beqin at 2300 hours.

A Your platoon is to play a key role in this oFeration. By

2200 hours your platoon is to be in positict to defend a

brcidqe crossing a river. The bridge is 15 silos from your

current position and you have been informed that it may need

some minor repairs to be stcucturally sound. TYu have no

Inforaation as tv exactly what repairs are needed on the

bridge. You have only been told that you must have the

bridge prepared and havy. your platooa in a detu•sive

position by 2200 that might. Capt. Vallis has called you

and reported that Platoon a was chosen for this assiqaerat

beca2*se of its excellent performance in the first four days
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ot exercises. It is critic41 that tilt bridqe be

structurally sound and be well defcad*ýd. The success of the

entire night operatizo deFends upco the quick movement of

supplies and light artilozy across this bridge. Capt.

Wallis has inforued you that there may be some enemy armor

in the area near the bridge and you should be prepared to

repel an attack from an enemy tank.

After terminating the radio aessage with Capt. Wallis,

you realize that a great deal of work needr to be done.

Several problems immediately come to mind. First, you have

no means of getting your platoon to the bridge. Second, not

only do you have no idea what is wrong with the bridge but,

even if you did, you know niothinq about reai4ring bridges.

Even if you did know, Compauy XYZ does uot have the

necessary repair supplies. Finally, to nake sittecs worse,

* 1yo0 anti-armour weapons had been damaged earlier in the

maneuvers.

Io• ca11 sqt. bock aod tind out that ht knows; nothing

abot repairing bridges, however, he 14&e! know that Lt. Piss

haa a soldier in his platooa who hai had some epette -e in

working with L rid qcz. wbila ~eitininq 4 aalf ot ý'he area

;-cound the bridge with your aquad leaders, Sgt. Johnson

tells you thAt hv iN pt~tty ro that one of the st1t 4't; &n

V14talou A of Campauy AUJL h~AJ reture &am,4 4 ~eCODOAt1-ftChQ

-iollz Lh that Art-4 i40ALItr tbeV day- At lqnh, ho had

h4 thV squAd lkAd4cr sjt. ?:ench, talk~iaq Atl~q. th
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br idge.

;J As far as anti-tank weapons* you hope that Silt.

Jackson, the platoon sergeant in Lt. Earkers' platoon, can

iumeiiately repair your damaged weapons or that Capt. Wallis

will authorize you to get other weapons frcm either Lt.

Barker or Lt. Riss. Finally, you know that CaFt. Mackie of

Company ALBC is the battalion supply ofticer and that Lt.

Claytor is motor pool officer. Outline a course of a;.tion

showing all the major steps you would take including the
_J

people ycu would contact in the formal chain of cosmand to

get your platoon to the bridge oy ýi200 hours.

After completing this task, assumer that Capt. Wallis

and Capt. Mackie cau not be reached and tI, .t It. Barker

refuses your request to allow Sqt4 Jackson tc work on your

anti-tauk weapons. Outline the steps you might now take,

A making use of everything you know about the formal and

f! ! informal structure iu the b.ttalioct.

4
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U-nderstandng.Lf~jferpnrt llfl of PgovwrAt.E an nl

Before reading this section, You may wish to r,!view the
earlier sections on bdses of power and the social ecchange
theory of leadership. Pay particular attention to the
distinction dravn between the processes of "supervision" and
"leadershipe. "Leadership" is defineQ -z intluence without

reliance on the formal authority or power granted by the
organization. "Supervision,*, on the other hind, is reldted
to the process of influencing subordinates directly tbLough
f~rmal authority and the authority tc use r.wacds and
punishments qrautt.,J to the leader hy the ozgan-zation. The
bases; of powec for these two methods cf influenciag

subordirnates are quite lifferent. If a leader influences

subordinates thcouqh the process of leaddrsItip, power is
gained thcouqh inted'ection with suborLinates. In contrast,
suupervision involves the u~se of Fower and authority vested

in the leadiet by the orgattization. The distinction between

powtr g1rAnted ty tbhe o0gtaui4tijo aud power carncd throulh
the iead -subordriaite uhtetact in is critical to the

devolopaent of a nQV lieutenadt as A Pldt,•Ot leAder. This

ijQ Ilrticularly iaj-Ortant to thP lit:Qtt-041Wt LCIV!Wl'hip
with NUOs and dvalinq WLth thf. por•ible die .. un in

informal 04h-r in tht platoon.

- ,175.



Wis 91 Powe the U.S. A

Different bases of power do exirt in the Army, and they

are important in determining the type of influonce possessed

by a leader. Fiqure 4-2 li-ts six different types or bases

of power which exist in the U.S. Army. Figure 4-3 presents

an illustration of the various bases of pcwer which are

available to a newly commissioned lieutenant, a platoon
sergeant, and a soldier who has assumed the role of an

informal leader. With the exception of illegitimate power.

the bases ot power are expressed in terms of the

classification developed by French and Haven (1959).

Leqitimate power is the power a leader has due to his or her

subordinates' acceptance of organizational rul,'s and

policies. "Illegitimate power" is a term Ot influence that

a leader may dtrive from grouF members' rejection or

discontent with the formal organization. "Illegitimate

power* can be used ouly by a leader who is petceived by

subordinates as antagoni;stic to the formal organization.

The ability of the leader to intluence subociinatks based

upon *illeqitimate power" 4ise; fCrom suboL,4ifates,

identification with tht igaderls antaqonistic behavior

toward the ,;yistee. Unlike french and haven's reforeat

power, howeve r. &1illitmat6 power" ii tefe(Went upon

subordinates' discontent 3•ad resistdaoce 1o t he

organization's rules -ad policies. 's Oi Ille'jitimate

power" bAQ reprsent?. •a ource ot ýcwet wbich is eitetnal
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to the individual leader himself. Just as legitimate power

exists as a function of the orqanizaticn, Iille~;itimte

power" exists as a fcnction ot the same organization.

PonAdtfl:n-k ......m!ojMe 'lij-11t . if you

examine Figure 4-3, yoU will .3te that whenl you enter your

first platoon, you have limited bases of powet. The powers

you have (leqitimate and reward) are d function of your

position as a commissioned ofticcr in the U.S. Army. Your

formal authority cxceeds that of any OtheL member of your

platoon. As time Fasses, you will need to exFand your bases

of power. There are a number of reasons why this expansiont

is necessary. First, it an informal leader exists in your

platoon, oL even if there is only a fair amount of

discontent with the usystem" your formal authority will be

limited. The basis for this assertion is that while you

expand your base ot power your authority will dtpend, to a

qreat dwqree, on whether your subordinates acccpt 4ad abid-e

by the rules arid requiations of the U.S. Army. That is.

your powve as. A lead.v antd your ability to intluettee your

troops will be livited to those situAtions im which tou are

able to invoke the -ewards and ;qnishsents which are

toteally UActiooed by thu U.S. Army. 1. yout soi.iers are

discontent Afd rosrt the utorcereret oi tor*41 r*lti and

L Ce.qul ti os. your ability to lead your platoon will te

3 ;evrely limited. Under theoe ciuseaufe, 4a ifoumal

leader who hs a qrCQ.t deal ot personal influence with
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4:A platoon members may ewerge in the unit. An extreme example

"of what may occur when officers rely solely upon their

formal authority is the "fraqging" incidents in which

officers were killed or injured by their ovn troops during

the Vietnam conflict. In those instances, t.oops had little

respect for the formal system and therefore, reacted

violently against the officers who were representatives ot

this system. For the most part, however, discontent is

normally reflected by more subtle forms ot behavior such as

"work slowdowns" which can cnly serve to undermine the

efficiency ratinq of the officer.

Figure 4-3 also lists thk use of coercive power as a

base of power. The U.S. Army g:ants you the riqht to

discipline your stbordinates and a coercive style of

leadership does represent a form of personal intlueuce over

subordinates. The problem with this form uf persoaal

influence is that iz is vtty likely to produce negqative

reactions fcoa soldiers. It you rely heavily upon d

coercive style of leadetship, you may actually cultivate

tertile qrounds for the emezqfr ot 4u informal leador in

your platoon.

11nandlisa 12, &--2 g"U'sl You may wonder how

you C44 tium influence a4 a person, rather tran xelyLaq on

the formal Author•ty of your cauk. If you examine fiqgue

4•-3" you will no-.d t 1,,4t the platoon ý:erq•eat has the

4ceatest ubtwr of diffeoent bdses of poWer in the platoon.

L'> " •7j



Frequeatly, the soldiers in a platoon will Fercoive the

platoon sergeant ao d primary sourct tot leaddship. This

iks particularly true when the platoon sergeant has a

siqnificant amount of referent and expert powst. If you are

able to enlist the support of your platoon sergeant, then

you will be able to broaden your base of influence within

yonr platoon.

Caution should be taken before you dttempt to use a

platoon sergeant *o t.empocarily bzoadcn youc base of power.

As Figure 4-3 illustrates, the platoon sergeant coul'i use

coercive power ds a sourcL of influence. In this situation,

reliance upon a platoon secqgant who uses coercive power

could result in your soldiers percivinq that you en.lorse

this style of le4dership. Consequently, any discontent

which is directed toward the platoon serqeant may also be

directed toward you. For this teasoh. it is v•ry important

that you observe yout platoou stryt-ad and interact with

your soldiers to find out the mannar ib which the platoon

ser•'qat hat treated them. A Lieutenant Would be wise to

use the platoo" sergeant to bto44d.u tif, Or' bet Lade at power

ouly i.t the 6Vq40 st Gf-lerZCiV4 t'v4viet.

As you t•.t4blixh cooaunicatton c~anvelz avd deonstcat.e

that you po0.xis 4o0.t techt-,. IIs, you Will b44n to

develop your own tlases ot LeZ ent ani expuef power. In

this effoct, you will htt-d to etcson~ttje thaT you ari Aot

sisply trytnq to utiti.Zz your troojs in an i*.ersunal way
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but rather that you a;re concErned for týeic welfare. One of

the best occasions for a demonstration of your expert power

will be during field exercises. YouL succesess in a single

critical incident during field training cculd serve to

increase the degree to which subordinates' perceive you as

possessing expert power. You should Fay particular

attention to developing this type of influence because it is

essential to eftective leadership in combat situations.

Since the lives of your troops are entrusted to you in a

combat sitaation, the leader they will want to follow is an

individ-ial whom they perceive is having the ability to

successfully accomplish a mission. The jrave consequences

of faili',re during combat make it critical that your

s!jbordinates have complete taith in your atility as a

leader.

We.iance upon referent dnd expert power t;hould result

in an increase in your personal influence with subordinatts.

This vill be the .ase becaust the refereat and expert bases

of power are directly related to your soldiers' perceptions

of you as 4 leader. The oCQ4Uiz4tion cannot grant these

bases of pover to any iedividuata occupying the leaderuhip

position; they must be earned by the leades. Vbea et-,ying

upon reterent and expect power. you will eOcCotec less

resi~tance to tbe o0ert; you i Su. b•-caus* the aoldioc.

trust you and respect yout judtoeat.

TUe development of technical exptortirc *ill qtwatlr
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facilitate your ability to work with the NCOs in your

platoon. The HCCs will show greater respect for your

suggestions when they perceive you as possessing expert

power. This will enable you and your NCOs to functio.i more

effectively as a team.

Conflicts wilJj I.RjjgKj le-aderu

Let us return to the problem of an informal leader who

miqht atteapt to sabotage your leadership eftcrts. In this

situation, your task will be to broaden your own base of

power, simultaneously weakening that of the iutortmal leader.

The proes of increating your power in the platoon vas

discussed above.

Your task of voakening the influeace of an ipformal

leader sy be easier it the informal leader has used

coercive power. Sometimes the infoz al l~ader may use

direct threats or the use cf peer pres.•ue to pcev*-at

soldiers from complainiuy to the platoon sergeatt. Theue

4oldiers will accept your 4uthority it ,•bey feel "zt you

are able to protect the fcrom the iAuf eetcc o f t.UJI do

informal leader. You oust e ovince the scledjrs tat yoq

understaud the SktuatiOb 4ad th4t yW•i wll tatk actioO

Aaian-st the individual if further coercj ve LoLavior is

rouqht to your attentton.

A power struqgle sebh As thb above is complet and

iuvolves ab elesent of risk. for 0aesplV, suppose VCU
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promise to protect a platocn member from the coerciv? action

of an informal leader but fail to do so. This is likely to

result in your losinq both trust and creditility in your

"platoon. As a leader, yon will be held accountable for any

promises or commitments you make to the members of your

platoon.

Transferring an informal leader out of a platoon may

appear to be an easy solution. However, obtaining such a

transfer is often quite difficult and represents only a

temporary solution to the probled. The ultimate solution

lies in removing the conditions which were originally

respousible for the acceptance ox an informal leader. Until

you are able to eradicate the causes of discontent in your

platoon, removal of thQ informal leader will probably te

followed by the emergence of another informal leader.

Critical incident Ill provides an example ot the steps one

lieutenant took to reduce the discontent it his platoon.

You should nov have some appreciation of the many

different typks of power and unfluotuce vhich .:re available

to a e1ader. AS you can see, there are cthbr ways to

influence soldiars besides threatening them with an Article

15 or zitmlor coercive actiou. bow that you have an idea of

the various bases of poutr that ate 4v*il4ble and the

v*aiet y Of or'ia nizatoal stC uctucez whch you may

4ucouatex, your role as 4 laeutenan~t i• tcdays Army may hou

be discuased.
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FIGURE 4-2

Six Bases of Power and Their I-t[initions

vL-git imate Power - Power gained by virtue of the leader's position
in the organization. This is the formal authority which is
granted to an officer of a particular rank. This power exists
to the extent that soldiers respect a,,d accept the rules and
"regulations of the military organization.

Reward ?owe: - Power derived from the leader's control of rewards
for his or her subordinates. In the army this includes control
over rewards such as time-off and promotions. This base of
power also depends upon the leader's position in the
organizat ion.

Ieferent Power - This is the influence a leoder has over his or
her subordinates due to the fact that the subordinates like
the leader and iduntify with the leAder.

Expert Power - Power granted to ,i c-teder because subordinates
think that the leader has more knowledge or skills needed
to complete a cask than they pos.ess.

Coercive Powcr - Power or influence possessed by a leaGcr due to
the leader's ability to threaten or deliver punislunent to

subordinates.

SIle•eLpt i matCe Power - Power derived tr,,m discontent awrtottg subordiaates
due to the unrtspon.-.iveus or pcrcvived un-airavss of tht
torral organization. To use this type ot powtetr or influence the
leader must be perceived by Nubordinatai to att in a muLrr
ant4rottastic to the oUgatli44tion.

I"
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FIGURE 4-3

BASES OF POWER OF VARIOUS PLATOON MXkBES

Platoon Member

Newly Comm. Platoon Informal
Lt. Sgt. leac.er

U"I~see legitimate legitimate illegitimfate

of reward reward reward
Power (coercive) referent referent

expert expert
(coercive) (coercive)
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cri-tlcj I Icift-ju j

Lt. Jone~s netvously approached Col. Saith~s office. It

was the first time he had ever poue '.o his commanding

officer expectinq to have an argument. Lt. Jones has oai.y

beea in Platoon A for six wecks. Thf morale of Platoon A

extremely low. Lt. Jones has qainrrd the trust of some ')f

his soldiers who cowplainctd that the' livingj ccn4itioi.'. .or

most of his Dlatoon members were deplorable. Thý- I'Lataon

was temporarily housed in substandard world war 11 rarracks

that needed paint.&nq. The doors to the liviii4 quarters

woul(t not lock. As d result, s-evvz4l trocjs had stervo

equipment aud other persusial telonqings stolea. Th

previous platoefa lea4d*& reqtuested that zepiut.ý be made and

was r'efuseid by Col. Smith. Spith contended ttat his btad-4it

was limited sad L4i~. ay4tO~ expindittjrs tot

repairs woold bu wa3sttd ýAinr the ila*toen would toi relucatted

within d YVar.

Lt. Jone!; 4a, dinCUs.ýeu1 the 3itttstiatk with sjt. Rtock.

gaock 6sid th~at he b~id chektt Vitb the bta'4i;j -Kr~et 'azd

that 08V~ 4utp$uý patat wa*. aV'A abe h'i 41;ý0 stt

tb 6t tet-, t vte pobatdl etauoih lockt, CtCVVtqi fros other

soi:1i -hed bu&t daosý to it;tll zQcibr t hoc 4Or.r.

latr tU4t~lYhe C~.atV4 tbAt nO ttoops 4tv .tVattLAlk+ to

make thV&Ccorpairti. Nt Rock 444a Lt. JOUV. doVIS04 4 ýi 4

to *41C Otbt rv4lts. The FUZVO-0 of Lt. j~*1 4PknLtmeat



with Col. Smith was to present this plan.

As Lt. Jones entered the office, Col. Saith turned to

him and said, "Good morning, Lt. Jones, Sgt. Major Duke

"tells me that you want to discuss repairs tc Platoon A's

barracks. If you talked with Sgt. Pock or the platoon

leadec' you replaced, I think you .ill find out that I have

already made it quite clear how I feel."

"Yes Sir," replied Jones, "However, I think you should

reconsider your decision. My platoon is having very bad

morale problems and I think that at least Fart of thir. is

due to the fact that they feel that the Army does not gi'e a

damn about them. They see other platoons living in new

quarters and they don't think that it's fair that they have

to live in such dilapidated quarters. I .eally believe that

something has to be done about this problem before I can

really begin tv lead this unit."

Col. Smith glared end replied in an icy tone:

"Lieutenant, I sympathize with you and your troops.

However, I cannot justify the cost of buying Faint or locks

to repair a structure which is going to be demolished in

less than a year. As far as being unfaii, soueone had to be

the last on the waiting list for new quarters. I have

decided that Platocn A will be that someone. Compared to

the way that troops lived during combat over in Vietnam,

your platoon is living in a luxury hotel. I don't have any

time or the patience to listen to tnese kind of complaints."

-386-
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At this point, Lt. Jones was about to salute and leave

;dii the offic6. Remembering that he had p.omised to help his

platoon, Jones began his rchearsed [;resentation. "Col.

7? Smith, I have located surplus materials which could be used

to make the needed repairs. My troops are willing to make

these repairs on their off-duty tims, and I am willing to

devote my off-duty time to supervise them." Lt. Jonps

looked for some sign of approval fron Col. Smith. fie

continued: "Colonel, my troops nced to feel like somebody

cares about them. I think that repairing the harracks would

be an execllent opportunity to show them that somebody

cares. It would really help beost the norale of my platoon.

Sgt. Rock thinks it's a good idea and it won't really cost

the c')mpany much money.,,

.ol. Smith was silent for a moment, then he again spoke

to Lt. Jones in a stern voice: "Jones, I think this is a

noble act. However, I still don't like youL idea. Suppose

one of the men is hurt while tryinq tc make a repair. Thb9

who is going to take that responsibility? However, if you

are willing to assume the respnnsibility for these men

durinq off-duty hours, then you can purchase the necessary

materials. However, I will not offically authorize the

41 repairs."

Lt. Jones thanked the colonel, saluted, and left the

office.
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N POWER AND INFLUENCE: Bases of Power in Different Situations

Several bases ot power which may be used in the Army

have just been discussed. 7he extent to which a platocn

,leader is able to influence subordinates through the use of

these various bases Of Power is d major factor which wtll

determine the effectiveness of the lieuteuant as a leadcr.

* "A subordinate's pcrception cf the leadcr's tehavior will

have a major impact upon the leader's ability to influence

that individual. Thus, it is imperative that a platoon

leader be aware of the manner in which cther persons

"perceive his or heL attempts to exert influence.

It should also be recognized that sutordinates may

respond to a particular base of influence in one situation

but not in another situation. YoZ example, suppose that

subordinates pprceive a platoon leader as being tecl, nicaily

competent, thus enablingj the lieutenant to rely upon an

expert base ot power. Tto. .Latoon leaae may find that

reliance upon expert power will be useful uhn iuflurncinq a

soldier in a task relatcd situation but be ef little valuf

to the leader4s ability to convioce two soldiers to sop,

fighting. In this latter situation, 1eqiticate power or

even coercive power may be more effective bases of

influence.

-389-



F4

In the above discussion, we note that it is important

that a leader understand how his ox her behavior is

perceived by subordinates. in addition, we i~uqgest that it

is critical, that a leader knows when a particular base of

power is appropriate. The question which arises is: "flow

can you discover the manner in which you are perceived by

your subordinates"

The priMdry objective of this exercise is to provide

you with an opportunity to receive feedback oni the wisy other

individuals perceive your attempts to exert influence. The

class d*.scussiou which follows the exercise may provile you

with insiqht into why yoiur bchavior may be misinterpreted

and Why d particular base of intluence is mcrt appropriate

in one situation thai. it it is in another.

THIS EXERLISE aEQUIPES SSTUDENTS TO ASSURZ THE HOL!S OF

LT. JONES 00 O~t4 -F TV(. SUDOEDINAIES W1111I ~IiHO LT. JONES

INTIRACTS. THIE CLASS SfleJLDLOF DEIVIDED INTC' DYADS TO

P4-AFORN THE rxEaost. If THIS I2 NOT POSSIC-LE, THEN Ti

DYADS SHOUL D BE SYLECTF.D TC PERFORM~ 7141 FIERCISK AS A

LESONSTRITION. Ili$ HVIAXNDER Of THlE LLASS SHCULLV ASSUME~ T'HE

RlOLE CF 03.>BVZQ!S UNO PUC)VIDY FEEDBACK~ IC THE ROLE

INCUMENTIS. Ill kL1THEER CASE. THXt STUDENTS ASSUMIN~G THE ROLES

WILL BE PROVIDED) WITH DESCPIP'IIUNS OF *4O6 SITUATIONS THAT



REQUIRE LT. ,JONES TO ATTEMPT TO CONVINCE A SUBORDXNATE TO

PERFORM A PARTICULAR TASK.

WHEN THE CLASS IS DIVIDED INTO DYADS ONE STUDENT SHOULD

ASSUME THE ROLE CF LT. JONES IN SITUATICh ONE AND IN

SITUATION TWO THE OTHER STUDENT SHOULD PORTRAY LT. JONES.

WHEN PERFORMED AS A DEMONSTPATIOtN, ONE DYAD SHOULD PRESE.JT

SITUATION ONE AND THEi CTHER TWO STUDENTS SCULD ASSUME THE

ROLES IN SITUATION TWO. IN EAC14 OF THE TWO SITUATIONS THE

STUDENT ASSUMING THE RCLE OF LT. JONES WILL ATTEMPT TO

ILLUSTRATE THE WAY fiE ON SHE WOULD BEHAVE kHEN TRYING TO

INFLUENHCE THE STUDENT IN THE OTHER ROLE. THE STUDENT

PORTRAYING LT. JONES wILL BE BEQUIPED TO DEMONSTRATE SEVERAL

DIPPEBENT BASES OF POWER. THE DEFINITION qi EACH BASE OF

POWER AND RELEVANT EXAMPLES CF EACH AVE INCLUDED IN THE

STUDENTS ROLE INFOtMATION.

THE SECOND NEMBER GF THE DYAD WILL ASSURE THE HOLE OF

LT. JONE'S SUPOPLX•2ATE ANL ACT AS OBSERVER Of LT. JONEIS

BEHAVIOR. AT THE tND Of EACH SITUATION. THE STULENT IN THIS

ROLE WILL PROVICE FFEDBACK TC TiOE STUDENT PCSTRAYING LT.

JONES. WHEN P iliORMED AN A DEMONSTRATION, THE CLASS MEMBERS

NOT PORTRAYING A RGLE WILL ACT AS THE OPSERVERS.

AFTER THE STUDENTS HAVE COMPLETED THIE PCLE PLAYING FOR

BOTH! SITUATION ON! AND SITUATION TWO AND ECHANGED TUE

APPROPRIATE FEEDB)ACK INtOPMATION, Titi ENTIIE CLASS SHOULD

DISCUSS T14E EXERCISE. THYE DISCUSSION SHOULD FOCUS UPON THE

QUESTIONS PROVIDED AT TIlE ENO OF THE IEtNCISE.
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You will be provided with the descriFtions of two

situations in which Lt. Jones must attempt to influence a

subordinate to perform a particular task. You will complete

the exercise by workinq in twc-person groups. Each member

of this dyad will have an opportunity to portray Lt. Jones

and to assume the role ot the subordinate which Lt. Jones is

attempting to influence (Sgt. Duvalve in situation one and

Sqt. Sock in situation two). In each of the two situations,

the student assaming the role uf Lt. Jones will attempt to

influence the subordinate by using several different bases

of power.

The student assuming the role of the sutordinate must

simultaneously perform two tdsks. First, when in this role

you must interact with the student portraying Lt. Jones in a

manner which you would consider appropriate for the

subordinate whose role you have assumed. The second task is

to carefully observe the other student's behavior and decide

which base of powe& they are portraying. You will be given

an opportunity to record which base of power you think the

student was illustrating immediately 4fter he or she

demonstrates each tase of power.

In each situation, the student assuming the roLe of Lt.

Jones viii be provided with a set ot role information and

relevant examples ct diffecont bases of powe, Bioth of you

viii be given definitioas of the ditfereat bases of power

-



and descriptions of the two situations. You should now

break into dyads and one student in each dyad should be

selected to portray Lt. Jones in situation one. The other

student will then assume the role of Lt. Jones in situation

two. At the end of each situation, the student portraying

Lt. Jones should compare the order in which he or she

illustrated the different bases of power with the record of

the bases of power which were perceived by the student

acting as the subordinate. After you have completed both

situations, the class will reassemble and discuss the

"results of the exercise. You should try to answer each of

the class discussian questions.
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Six Bases of Power and Their Detilttions

SLegitlmate Power - Power gained by virtue of the leader's position

in the organization. This is the formal authority which is

granted to an officer of a particular rank. This power exists
to the extent that 3oldiers respect and accept the rules and
regulations of the military organization.

aeward Power - Power derive- from the leader's control of rewards

for his or her subordinatea. In the army this includes co3ntrol

2 over rewards such as time-off and promotions. This base of

power also depends upon the leader's position in the
organizat ion.

Referent Power - This is the influence a leader has over his or

her subordinates due to the fact that the subordinates like

the leader and identify with the leader.

Expert Power - Power granted to a leader because subordinates

Lhink that the leader has more knowledge or skills needed
to complete a task than they possess.

Coercive Power - Power or influence possessed by a leader due to
the leader's ability to threaten or deliver punishment to

subordinates.

SIllegitimate Power - Power derived from discontent among subordirntes

due to the unresponsiveness or perceived unfairness of the
formal organization. To use this type of power or influence the

leader must be perceived by subordinates to act in a manner
antagonistic to the organization.



§Ild 0.4

-i ' - -i:__ _ _ _ _ _

1. Lt. Jones must influence Sgt. Duvalve to have his sqaad

vork Saturday to clean up the motor pool foL an inspection

on the followinq Monday.

2. Lt. Jone4 must influence Sqt. Rock to talk with Pvt.

Kahn about his personal problems.

-i
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As Lt. Jones, you have the :.-p.gog.jjity of doing most

of the talkinq in this ex-rcise. For each of the two

situations, there is a short quote of what Lt. Jones miqht I
say for each base of power. You should expand these

examples and improvise dialogue and actions that you

consider appropriate foL each base of power. Read each base

ot power before pres?.ýntinq it to the other students, so as

to get an idea of the type of things you need to say. Act

out the bases of tower in tbh order qiven for edch

situation. The observers are qoing to note what they

perceive the oxdex to be. Finally, pause a sufficient time

between the bases of power to allow observers to think about

what you have said and for you to prepaxe for the nest ba.sf

of power.

-16-
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In this situation you oust convince Sgt. Duvalve that

his squad should work Saturday to clean tip ýhe sotor pool

for an inspection on Monday.

Below are examples you miqht find useful in

illustrating the ditferent bases of power in this situation.

Feel free to improvise and use the comments and actions you

consider appropriate for the base of powur you are using.

After demonstrating each bdse of power, let the cther person

record the particular base of powcr that they believed was

used.

_PjtSt iqýLt. "Sgt. DuvALvt, havc your men at the sotov

pool by 900 hours this Sdtutday. Yoq will s uer v Lse

cleauiaq ol.oratioas for an upcomintj inspection."

g o ":tr. DuvAlvi-, it you cas, qet your uquad to

'clear the motor ;uol thLs 5aturday, I wvll get your soldiers

!ioze t me off on P4yd4y.

Lai" Uj-n "%qt. D-v;lVe1, thbrt vill bt. 411 inspectiot of

the motor pool this cominq HCO4,ay sortioi. I'vo Al4y4dy

%ado 4n 4aspoctton of the i•v,. I've laund two truck- i,

need O 4 tirc Cbanqk and otbcr alboo r(tfirs. T he nrv



shipmeut of parts was not .torod on the shelvvs and th.P

whole area was unswept. I've worked witf. the colonel who is

conducting the inspection. I know exactly wbat the colonel

will be lookiuq for.

"£e s " e Jack, I know it is Friday, tut we have a

problem. There is qoinq to be an inspection on Monday

mornnq aind I need someone to clean up uotoL Fool. You know

you are cy right hand man an4d I hop: you can help me out
(i 0 . N I
2erciv~e ove "•q•. DuvlvuF tt will have 411 iuspection o,

.londdy. If that damn motor pool iso't cl:ean Ly S*turday, I
yuu atid sour m,*. will b. ýullinq extLa duty fct tht tontt six

monthbs.*'

111aitm~tLP owt "J~ck, thto'- )et~kt dzf q~inq to Cunduct 4

'OuLPrise insp.vctien this Mutiday ecv-; 4T tho zotocr pool..

Thoy kn.v thit we do -.£hort handed aud thkv the eotot puoo.

i5a ares. Th4t coltOatel thivka tha't he ht 4s. this time.

for some Q4-%vo he is t,;deimnwt to dkt. u.- icok Wd. You

know tho.so tcucka Ut h~d 4 UAad tiev repai.tuq. T1ke tii,

ovcr to the 4icport. aud p4ck tbeo behild the hane'r. thcow

,411 the •.pAe p4a&s 4d jiutnk leot# the back eft the truck

you eovw tb4Je. 0O Vw•htveo you hve to do to 04ke

the PIlev took good. 640 V, 6 , put 0o ovO of that bast•td."1
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In this situation, you ate trying to pexsuade Sgt. Pock

to talk to Pvt. Kaht dbOUt KahA's Ftrsona) problems (uote

Exercise 4).

Below is information you miqht find useful. Feel •ree

to improvise where you feel it is 4apropriate.

!oezc • .•v pwer "Sqt. Rock, lem oidering you to talk to Pvt.

Kahn about his personal problems. If you don't follow my

orders this time, then ve will have to talk with Capt.

Wallis about who is runninq thif platocn. I'l s•tre thp.

Capt. would be intere:tud in h.-drinq why ycu leave early

every Pciday Atteiaoou.-

ii&.u& 9210i 11Po•_ R ock. find Pvt. Kal~il, '404 talk to

hiO about hi; i;etrec.al F&oblea-."

Hftjinj 22#wr "Rock. P-ve tcied to tAlk to F~t. Kahn 44out

hiu persoLal robls, but with the littlw coatact that I

"-avg with him, it i% dilticult to t-ilk about such tbir4js.

XAhn trut; you vote tha, hie tru$.% se. Ety VC du "hit T

would do; try to talk with evt. 54hn and i.hien Mm

Out."



r -..'•, •- •.. •..-..

Ry, dovSJ "iqt. Pock, try to talk to Pvt. Kahn about his

personal problems. It fou take care ot this for me, I wLll

jget you some timc-off ou the ncxt payday."

-JjjjgJ.Sa!e Power "Pock, you know as well as I do that the

Captain put Kahn in this platoon because he knew Kahn was a

trouble maker. The Capt. has tried to burn us ever since we

complained about the lack of cquipse-nt in the company. It

Kahn doesn~t shave-up, we iLe qoinq to have real protlems in

this platoon. I'm sure th. Ca$St. would love the opporttinity

to chew us out. Uut we'll show 1 i_. Find Kahn and tell him

to straiqhteu-out. If lit dot-;satt, theou just get his out of

the way."

Expect P "119t. Pock, based upo n my trainin{ i n

couns lI do, I ktou tLat Pvt. VAn has some real problems.

Onte of thetie ptootem.s; ib htxi handling of tina•uis. I think

it would be b+lzt if you tAlk with him. clieve me. I know

"-Ilouqh about ccunseliilq to tecoquixt tBat Kahn trubts you.

Trust is tht xoý-t isportaut aspect ot !ueceseul. cooueeliAn.

"Attice Kahn trqht;t you, I knouw tthat you %could help his."

-400
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-,] DisSc i ustons

1. Were the different bases of rower demonstrated by the

students portraying Lt. Jones always perceived by the other

students in the manner intended?

2. Why did differences occur between the way a student

thought he or she was behaving and the way the behavior was

perceived by others?

3. were somc bases of power misinterpreted more than others

Why?

4. were different bases of power appropriate tor the two

situations Why?

5. Would any of these bases of power be app•opriate for a

2 lieutenant to use in influeticing his company commander?.

; _NME TO INSTRUCTOR. ,

i IF THE CLASS DECIDES THAT THE ANSWFR TO QUESTION . IS

"YESI' THEN ASF FOB VOLUNTEERS TO DEMCNSTRATE THE

APPROPRIATE BASF CF POUER WHICH LT. JONES MIGHT USE TO

INFLUENCE CAPT. WALLIS TO PROVIDE MORE TIME FGR HIS PLATOON

TO ENGAGE IN FIREARMS RANGE TRAINING.

-401-
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POWER. AND INFLUENCE IN DECISION MAKING

Intro~jucgi21

In the preceding exercise, various means of exerting

power or influence were demonstrated. Some of these bases

of power are more appropriate than others in any particular

situation. You should realize that by using certain bases

of power it is possible to have influence over your

subordinates even when you are not physically present. This

is important because there will be many times when you must

depend upon your soldiers to carry out their assigned tasks

even thouqh you can not be with the platoon. If you have

not developed the bases of power needed to earn the

comuitment of your troops, then an informal leader may

disrupt platoon performance in your absence.

Ob-ectives

The primary goal of this exercise will be to provide

students with the opportunity to influence other members of

a group working on a problem solving task. Each group will

have an appointed leader whose responsibilities include

bringing the group to a consensus decision using any

available means of influence. However, the nature of the

tisk is such that any group member may try to influence the

group decision.

-403-
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'The exercise will also provide a demonstration of how

successful the leader is in influencing the group even when

he or she is not physically present. The discussion vhich

follows the exercise should be valuable to toth the Leader

jj and other group members. It is probable that they will gain

some clear insights into the dynamics of grouF processes and

the process of influencing the aembets of a work group.

.iistrUct ions 12"trco

THIS EXERCISE REQUIRES THAT THE CLASS BE BROKEN INTO

GROUPS OF SIX OR MORE INDIVIDUALS. WITHIN EACH GROUP YOU

MUST APPOINT ONE MEMBER AS THE LEADER. AFTER APPOINTING A

LEADER IN EACH GROUP, YOU CAN HAND OUT THE INSTRUCTIONS FOR

THE TASK TO ALL GROUP MEMBERS. THE TASK UPON WHICH THE

STUDENTS WILL WORK IS CALLED THE "MOUNTAIN AND JUNGLE

SURVIVAL TASK.' THE TASK REQUIRES THAT THE STUDENTS REACH A

CONSENSUS DECISION ON THE CRDEB OF IMPORTANCE Of A NUMBER OF

ITEMS IN A LIFE-DEATH SURVIVAL SITUATION. THE WRITTEN

INSTRUCTIONS PROVIDED TO THE STUDENTS GIVE MORE DETAILS OF

THE TASK. IT IS IMPORTANT THAT YOU HANiD OUT THESE

INSTRUCTIONS YOURSELF. TELL THE STUDENTS THAT THEY ARE NOT

4 ALLOWED TO READ THE INSTRUCTIONS GIVEN TO CTHER STUDENTS.

ACTUALLY, THE INSTRUCTIONS ARE IDNETICAL FOR ALL BUT ONE

GROUP MEMBER. THE SPECIAL INSTRUCTIONS SHOULD BE GU'EN TO

ONE MEMBER IN EACH GROUP Ol[I INA AE.CINTD LEADER.

IN EACH GROUP THIS SINGLE GROUP MEMBER WILL RECEIVE A SET OF

-404-
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INSTRUCTIONS WHICH CONTAINS THE FOLLOWING ADDITIONAL

PARAGRAPH:

YOU HAVE BEEN SELECTED TO ACT AS AN INFORMAL

LEADER IN THIS GROUP. NC OTHER MEMBER (INCLUDING

THE OFFICALLY APPOINTED LEADER) IS AWARE OF THIS

FACT. YOU SHOULD TRY TO PREVENT THE GRCUP FROM

REACHING A CONSENSUS WHILE THE LEADER IS IN THE

GROUP. WHEN THE LEADER LEAVES THE GROUP AND THE

GROUP RANKS THE ITEMS IN ORDER OF IMPORTANCE,

INFLUENCE THE OTHER NEMBERS TO CHANGE THE CRDERING

AS MUCH AS POSSIBLE. THE GREATER THE DISCREPANCY

9• BETWEEEN THE ORDERING OF TNE ITEMS MADE WHEN THE

LEADER IS PRESENT AND WHEN THE LEADER IS ABSENT,

THE MORE SUCCESSFUL YOU HAVE PROBABLY BEEN AS AN

INFORMAL LEADER. DURING THE CLASS DISCUSSION

WHICH FOLLOWS THE TASK, OU WILL BE ASKED TO

IDENTIFY YOURSELF AS THE INFORMAL LEADER AND READ

YOUR INSTRUCTIONS TO THE LEADER AND OTHER GROUP

"MEMBERS.

AFTER HANDING OUT THE TASK INSTFUCTICNS, TELL THE

APPOINTED LEADERS THAT THEY HAVE FIFTEEN MINUTES TO BRING

THEIR GROUPS TO A CONSENSUS DECISION ON THE IMPORTANCE OF

EVERY ITEM. A CONSENSUS DECISION MUST BE REACHED ON THE

ORDERING OF EVZRY ITEM. HAND CUT THE TWO GROUP ORDERING

SHEETS TO EACH GROUP. AT THE END OF THE FIFTEEN MINUTE

-405-
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PERIOD THE LEADER IS TO FILL OUT THE FIRST OF THE GROUP

ORDERING SHEETS SHOWING HOW THE GROUP RANKS EACH ITEM. EACH

LEADER PLACES UIS OR HER NAME ON THIS SHEET. ALLOW THE

LEADER THREE KINUTES TO FILL THIS CUT. AFTER THE THREE

MINUTES, THE LEADERS ARE TO RETURN THE EIRST COMPLETED GROUP

RANKING TO YOU AND LEAVE THE ROOM. THE GROUP THEN HAS FIVE

MINUTES TO COMPLETE THE SECOND GROUP RANKING AND BAKE ANY

CHANGES THEY FEEL ARE APPROPRIATE. HOWEVER , THESE CHANGES

MOST 89 AGREEDj UPOJQ BY GROUP gONSENSUS.

AFTER FIVE MINUTES, BRING THE LEADERS BACK TO THE ROOM,

GIVE THEN THEIR GROUP RANKING SHEETS AND ALLOW THE LEADER

&ND GROUP TO COMPARE THE TWO GROUP RANKING SHEETS TO THE

CORRECT ANSWERS. AT THIS PCINT IN TIME, THE INFORMAL

LEADERS WILL REVEAL THEMSELVES AND DISCUSSION OF WHtT HAS

OCCURPED SHOULD FOLLOW. THE CLASS DISCUSSION SHOULD INCLUDE

ANSWERING THE FOLLOWING QUESTIONS.

1. HOW SUCCESSFUL WAS ThE APPOINTEL "OFFICIAL" LEADER IN

INFLUENCING THE GRCUP?

2. WHAT BASES OF INkLUENCE VID THIS LEADER USE?

3. HOW SUCCESSFUL WAS THE INFORMAL LEADER IN INFLUENCING

OTHER GROUP MEMBERS?

4. WHAT TYPES OF INFLUENCE DID Tt. INFORMAL LEADER TRY TO

USE?

5. DID AN OPEN CONFLICT OEIWEEN THE FORMAL AND INFORMAL

LEADER DEVELOP?

-406-



6.. DID THE OFFICIAL LEADEIB'S INFLUENCE OVER THE GBOUP

REM1AIN WHEN THI THL LEADER~ LEFT WHY ON WHY NOT?

7. WHAT COULD THE OFFICIAL LEADER HAVE DONE TO MINIMIZE THE

INFLUENCE OF THE INFORMAL LEADER?

8. WHAT COULD THE OFFICIAL LEADER HAVE DONE TC INCREASE HIS

INFLUENCE ON THE GBOUP EVEN 1N HIS APSENCE?

.L!3stLzcin~s to Student

This exercise will be completed in grcuFs of six or

more students. In each group one student will ,,e appointed

as group leader. As will be noted in the task instructions

handed out by the instructor, it will be the leader's

responsibility to brinq the group to a consensus decision on

the ranking of a number ot items. However, voting on the

items is not allowed and a majority vote does n-9 t,1Z

group consensus.

You should read only the instructiona the instructor

gives to you. Do R.qt read the instructions of any other

member of the group.

You will have fifteen minutes to complete the task.

The leader must then fill out the group ranking sheet

4P
showing the rank of those items upon which the group reached

a consensus. The group's performance derends upon the

number of items upon which the grour reached a consensus as

to the rankinq and the degree to which the group rankings

match the correct ranking ot the items. After the leader

-407-
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completes the ranking form, the leader will leave the group

and the group will. re-rank the items and sake any changes

they deem aprLopriate. The leader will theni return and the

group will compare tbeLr answers to the c~irrect answers.

The class discussion which will follow should focus

upon the types of influence processes which cecurred within

the group. The instructor will provide each grouj with a

number of questions to be discussed and answvered.

1 J
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2,_aI 1AA~j I ~gj survila], li

You are among a group of survivors from a plane crash

in the Andes Mountains of South America. You were enroute

from an Army base in Brazil to the Pacific coast of Peru

when the plane went down on to the side of a scuntain. The

pilot, co-pilot, and twenty other persons were killed. You

are dressed in lightweight fatigues. Because of the extreme

elevation of the sountain, the tcmperature at the site of

the crash is only 31 degrees Fahrenheit and there is six

inches of snow on the ground. Shortly after impact, the

plane exploded and burned and you were only atle to retrieve

only a few items trom the plane. Several members of your

group are seriously injured. One of the survivors is the

naviqator from the plae. lie told the group that the plane

had made some changes from its scheduled course of flight to

avoid a major storm. These fliqht changes had not been

radioed to authorities on the ground befor the cnash

occurred. This means that the chances If a search party

tinding the wreckage ot the plane art greatly reduced. The

major storm systea headed towards the mountain area will

further reduc' your chances of rescue. The navigator told

the group that the temperature is ezpected tc drop and more

snow should begin talling within the next 18-24 hours.

The terrain in the area where the plane crashed is very

rugged. There are no trees, only some low ti~ush about two
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to three feet tall. The majority of the area is sheer rock

covered in snow. The elevation at the site cf the crash is

approximately 16,500 feet above sea level. At the base of

Ci the mountain is a lush rain-forest jungle. Mean temperature

C •in the jungle is approximately 95 degrees Fahrenheit with

80-85% relative humidity. The navigator knovs your

approximate location and he estimates that the closest point

of civilization is approximately 50 to 60 miles away. At

that location, there is a small town and Peruvian Army

outpost. To reach this town would require descending the

mountain and crossing through 25 to 30 miles cf the jungle.

One of the items you were able to retrieve from the plane

was a map of the area. The map indicates that in addition

to travelinq through the junqle, the trip would also require

crossing a wide and swift river which is too deep to wade

across. Despite these obstacles, walking to the town seqms

the most logical choice given the fact that the plane was

off course dnd the droppinq tomperatures dad additional snow

would spell almost certain death from exposure. Your major

problem is deciding what to take with you on the trip. You

have nq backpacks and will te climbing down some steep

cliffs and carrying the injured members of your group.

Thus, you are limited to carrying only five to ten items so

as to keep your hands freet foz climbiaq. belcw is a list of

items recovered from the plane.

1. 25 lbs. of sugar in five 5 lb. bags

-410-
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2. one 5 gallon can of gasoline

3. one intlatable life raft (weight approximately 10 Ibs)

4. 250 feet of nylon rope

5. a map of the area

6. one sleejinq baq

7. a signal flare pistol with two flares

8. one snake bite kit

9. tive 1 gallon containeLs of fress water

10. two pairs of insulated qloves.

11. an axe

12. a solar heating oven (weight approximately 25 Ibs)

13. one flashlight (currently operating)

1,4. one M-16 Lifle with fout clir's of ammunition

15. one parachute

Your ta~k is to reach a group consensus as to the

proper orderiivq of the above t itteen itews in terms of their

""importance toL survival. Crder these itets from most

important to levst important. The most important items are

those vhich will bL tdkfis ou iho triF. Simply voting on the

importance ratita, 3 of 4n IeM i5 not adequate. All group

seab.?r shquld agrce with the impottance rating for eacb

itts.

* ii
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GROUP RATING SHEEiT

LEADER

item Ranking

25 bs. of sugur

5 gallons of gas

life raft

'250 ft. of rope

map

sleeping bag

sign~al f'lare pistol

snaike bite kit

gloved

K axe

so•ar oven

ti
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This final chaptpr will address a nuster of issues

relatinq to your role as a lieutenant in today's Army, If

you are to be an effective leader, you must understand your

role in the overall structure of the U.S. Army. Many newly

commissioned lieutenants beqin their first assignment with

the impression that their only duty is to lead a flatoon.

These officers soon discover that the role of a lieutenant

is more complex than anticipated and may invyclve an

s-.r-t•oent of auties that place the individual under

considerable stress.

Ih& Li4etenaut A L iiin fin: _The C~onfLicJg qf put

"As a lieutenant, your function resembles that of a a

linkinq pin. You serve to link your platocn to the next
level of the oLq4nization, that is, the company. figure 4-4

illustrates that the position of a lieutenant is at the top

of the pl~toon and the bottom of the company.

Uesponsibilitles exzit at both organizational levels and may

often seem to conflict. These coutlictinq reaFoasibilities

may be a major soutect of trustration for the Fl1toon leader.

This situation iV an eiample of what is termed arole

couelije.11 Role Cenflict Vxtst when two or Soee dedacis are

placed upou an individual and limited time and/or resources
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prevent fulfillment of the perceived resjonsibilities.

Jiqure 4-5 illustrates one type of role conflict which a new

lieutenant may experience. It shows that the demandt are

c-,..de not only trom the company level but also from the

platoon level. The fact that a new lieutenant has f

responsibilities both from the company and platoon levels

represents one important reason why good communication with

subordinates and superiors is necessary.

If the lieutenant does not establish adequate

communication channels, he or she may be unaware of the

expectations tue superiors and subordinates have for the

lieutenant's leadership behavior. As a result, the

lieutenant may experience role ambiquity rather than role

conflict. It is important to understand the difference

between role ambiquity and role conflict. These two states

indicate different levels of development in understanding

your work role. It an individual is experiencina role

4abiquity, anxiety may be prtset•t because he cc she does not

know what the job entails. Ihe individual will be unable to

take constructive steps to improve work perforeance because

he or she is unaware of the teal demands oi the job. The

state of role conflict reflects a later stage of development

in undetstandinq your role in tbh organilatioa. Vbten

experi••cing cole conflict, the individual feels -tressed

and/or frustrated. Under tboae conditiooas the stcess

derives from the 4vaton&es of conflicting cole desands aad

-41 'e"
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Mot a lack of understandinq for uhat the job rcquires.

To reduce stress and improwe job Ferformince,

indivduals experiencinq role ambiguity and tele conflict

must take iLfferent courses of action. To better understand

and fulfill their role in the orqanization, individuals

experiencing role a&biquity must obtain intcrmation which

will clarify their role. on the other hand, the person

experiencing cole conflict must do one of two things.

First, he or she must obtain additional resources or time

which will allow all demands of the job to be met. If this

is not possible. the individual must establish a set of

priorities or a formal policy indicating which demands aze

to be fulfilled first.

ummi k_ is.1 vas o Vt have already

discussed some of the demands placed upon a platooti leader

but havt neglec-ted considering the demands oa 4 lieutenant

as a company level ofticer. At the company level, the newly

coemissioued ofticer is likely to tb assigned addit.caal

dutios. Fiqure 4-6 preseits an exasple nf a list of

additional duties which v*11u actually a v".-40ed to a

lieutenant Vh4. vaSC -o*AdinL his fi•St tlatoea The

lieuteuant vaW•2 q &A VQC? lit I" iovaa•tin about Va'ch

d.utcy. &Avol- be tespecte4. ttý leutenapt tol'. 4 gLq4t

dQel ot fcustrtiou aid 4tiety. Hie related that he clut

intO the cOaPinay thifkitq hC but to le•d A Platoou ad nOCA

"torun tho eut~ COSIDm'Any0



The "additional duties" that are 4ssigned at the

company level may require so much time that a new lieutenant

may have relatively littlc time to work with his or her

platoon. The time spent with the platoon must, therefore,

be used very efficiently, accomplishing as such as possible

in the time available. The necessity for spending a great

deal of time~ with other duties means that you should learn

to use the NCO chain of command and to delegate authority

effectively. This means that you will have to identify

those NCOs who can be relied upon to complete their assigned

tasks in a successful manner. The art cf delegating

authority is not easy. However, it is essential because,

without reliance on others, it would be impossible for an

officer to complete all, of his or her dutis

The Lieutenant as a Man ager

The above comments were primarily directed at the

requirements~ of your role at the company level when in

garrison duty. Under these circumstances, you will function

in the same manner as a manager in an industrial setting.

in your position as a Nanager, ycu will receive orders and

an assortment of information which oriqinates at higher

organizational levels. Your task will be to interpret this

information and, in turn, coord~inate the actions of your

platoon to complement operations b~eing conducted within the

company. You will be required to undpr-stind the goals of

-4 16-
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A} the company and to set goals fcr your platoon.

it will be your responsibility to evaluate the members

of your platoon and decide when additional training is

needed. When you are evaluating your soldiers for promotion

or for possible additional training, ,ou may find a conflict

between your role as a manager and your role as a platoon

leader. As a platoon leader, you will want your platoon

ready and able to accomplish a mission. As a manager, you

must consider what is in the best interest of the U. S. Army

as an organization. This oeans that some of your best

soldiers may have to leave the platoon because of promotions

or the need for additional training. A questio. which is

often raised by new lieutenants is whether they can afford

to release their best soldiers and subsequently maintain

unit effectiveness. The solution to this problem resides in

long range planning. The new lieutenant should concentrate

k upon developing soldiers to replace those who deserve to be

Ssent for further training or to be promoted. Thus, the

manager's role requires that you act as a planner,

coordinator, and decision maker. A full discussion of the

lieutenant's role as a manager is beyond the scope of this

book and other programs have been developed which cover this

area more extensively. ITh I. PoTg MaC nagement Simulation4Ro.E2UM developed by the U.S. Army Research Institute for

the Behavioral and Social Sciences is an excellent example

of one of these prcgrams.
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The processes of information gathering and decison

making represent important functions which must be

adequately performed by an officer. Whether in combat or

garrison, you will serve as a coordinator, information

gatherer, ý-:d decision maker. The follcwing paragraphs

delineate the major steps that are usually involved in the

decision making process.

Defiinin the problem and gathering itnformation. The

initial step towards successful decision taking is to

clearly define the problem to he solved. This step normally

involves your understanding of orders that have been given

to you by your superiors. The orders should te examined and

any questions or ambiguities should be immediately resolved.

When you can state the problem in specific trms, then it

has been adequately defined. For example, a clearly defined

problem would be stated as "we need 15 more soldiers to pack

the parachutes by tomorrow at 0800 hours." This can aasily

be contrasted with an inadequately defined Eroblem which

might be stated as "we do not have enough soldiers to do our

work." Having id*entified the problem, the next step should

be to determine what information is needed to solve the

problem. This will, of course, depend upon the mission. A

recommended general strategy involves first identifying as

many variables as you can which will affect the problem and

its solution. Given this set of variables, identify exactly

-418-
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the information which is needEd to specity the state of each

vari��b1e. �'or example, the problem of how to attack an

enemy position depends on a number of variables-- the locale

C. of the enemy position, the time of day (day or night), the
weatherthe number of enemy troops, type of weapons

involved, etc. Having considered this list of variables,

you will have defined the relevant inforuatxcn upon which

you should base your decision. For instance, you wust

determine the number of enemy troops deployed in your

vicinity. You should then proceed to obtain as much

information from as many sources as possible. This wiLl

include subordinates, superiors, peers, �nd personal

observations.

�7ethods of m�j�g � The next step is to

select one of several alternative strategies for makin; the

decision. There are a number of ways in which you may go

about making your decision. Remember that you are

ultimately responsible for whatever decision is made. As an

officer in the U. S. Army, you cannot delegate or share

responsibility. (iven these constraints, you have four

A

basic decision makinrj options avdilable. First, you could
rely solely upon the information which you have gathered.

Second, you may consult with some of your subordinates

* individually and then make the decision yourself. Third,

you could meet with your subordinates as a qrcuj, listen to

their opinions, and then make the decison yourself. Fourth,

-419-
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you could meet with your subordinates as a grcuF and coae to

a group decision.

In garrison, you may be able to use any of the first

Sthree methods, and on some limited occassions, yumgtb

-able to use the fourth method. In combat, however, you

•:•:;probably will have t.o make the decison yourself. This is

necessary because in combat situations, decisions must be

made very quickly. Furthermore, your soldiers will probably

be under severe stress and will entrust you with their

saftey and survival. Under these conditions, it is highly

un]ikely that your soldiers will expect or desire a group

decision making effort.

Bva luinq alternative solutions. The final step in

the decision making process is choosing among alternative

solutions. You must weigh the resources required by cach

solution against the resources you have dvailable. After

eliminating those solutions which are impractical due to a

lack of resources, try to identify the most critical

variable upon which the solutions differ. eased upon this

critical variable(s), you should then make your choice. For

example, suppose that there are two possible Vlans which may

be followed in attacking an enemy position. Plan A requires

a large numbvt of soldiers but wouli enable you to destroy

the enemy position within tour hours. Plan 2, on the other

hand, requires only one half the man power but would would

probably increase the time netAded to destroy the enemy's

-420-
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Fositon to approximately 7 hours. If you have a surplus of

soldiers, then man power is not a critical variable.

However, if the enemy position is in a stretegic location,

time may be a critical factor. Under these conditions, plan

A and p'an 8 ditter on the critical variable of time and

plan A should be adopted.

Jq



FIGURE 4-4

THE LIEUTENANT AS A LINKING PIN

Company Commander

COMPANY

Lt4 t.BL
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A FIGURE 4-5

Role Conflict

Demands antd Expectations

of

Company Commander

(7~enant

Needs and Expectations

of

Platoon Members
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FIGURE 4-6

ADDITIONAL DUTTES

1. EDRE

2. Crime Prev.

3. Fire Marshal

4. Car pool Coordination Off.

5. Alcohol & Dang. Drug Trng. Off.

6. Comsec Custodian

7. Dep. Asst. Off.

8. Custodian of Radio Active test

Samples & Source iets

9. Unit Historical Off.

10. NBC
A-

11. Class A Agent (Alternate)

12. Safety Off.

13. Education Off.

14. Key Control Off.

15. Voting Asst. Off.

16. Physical Sec.

17. Training Off.

18. Accident Prey. Off.

4
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THE POLE OF A DECISION MAKER: Conflicting Demands

.t ro d_.uc ýo•n

As a lieutenant you will make many decisions concerning

the operation of your platoon. Some decisions will be

routine while others will require considerable thought and

and effort. You should read the decision-making section of

this chapter before doing this exercise. Decision-making is

a process involving the following steps:

1) Identify the Froblem.

2) Determine what information is needed and where it can

be found.

3) Determine the extent to which there is one best

solution.

4) List several alternative solutions, their advantages,

and disadvantages.

5) Eliminate alternative solitions which do not attain the

desired outcome.

6) Consider the short and !.onq-term consequences of each

alternative.

7) Select that alternative which is the most efficient.

4A

Every decision does uot toquire going through tho

entire process. Hovevet, when maki•gq an impctant decision

- ----. 2j..-



you should corsider each step carefully. Each stage of the

decision-making process requires a particular type of

information. by explicitly conidering each step in the

process you will decrease the chances of iqnccing a factor

which may be critical to arriving at a correct decision.

A eiCtoves

In the real world a leader is seldom faced with

decisions which have a simple riqht or wrong solution. For

example, the lander must try to balance the needs of his or

her subordindUes with the needs of the organization as a

whole. Leaders seldom stop and closely exacine the steps

they follow in making decisions. The objective of this

exercise is to explicitly demonstrate such a decision-making

process.

This exercise presents a problem commonly faced by a

lieutenant. It will require you to proceed through an

entire decision-mdking procedure. The problem, in essence,

is a conflict between the needs of the platccn as a whole

and the needs of scveral indivdual soldiers in the platoon.

You may uote that you are qiven very limited

information and eany obviously important variables are

ignored ia this exercise. Remember, the primary objective

- -M•'
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!I I •L•_XgcT .___o•__ !•J •J_ ___________
is to demonstrate explicitly the decision-making j2Eoces.

THIS EXERCISE SHOULD BE COMPLED ON AN INDIVIOUAL

BASIS. THE STUDENTS WILL ANSWER SEVERAL QUESTIONS AT THE

END OF THE EXERCISE. AFTER COMPLETING THESE CUESTIONS, THE

STUDENTS SHOULD PRESENT THEIR ANSWERS TO THE BREST OF CLASS.

instrructJoMi3 to tjý !stdts

In the pre-ent exercise, you will assume the role of

Lt. Jones. You viii be required to resolve a conflict which

is described i the "background information" section of the

exercise. All needed instructions and information dre

contained within the exercise itsflf. Begin ty reading the

"background inf omation." Answer each question in the

exercise at the time you enicounter the question.

* I

I
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It is May 1st and you (Lt. Jones) have received two

orders from Capt. Wallis: nominate two soldiers for BNCO

and one soldier for ANCG training, and send a squad to

compete at the Division Infantry Proficiency Competition

(IPC). You know that Sgt. Johnsonts squad is ideal for both

of these activities. Johnson's men, Bestow and Nunc-, are

due to qo to BNCC and Johnson himself har requested to

attend ANCO. Also, since Johnson's squad is the best

trained they should be sent to the IPC. Last year at the

IPC, this squad did very well and the same is expected this

year.
Howevor, on second thouqht, you realize that BHCO and

ANCO start on Junle 1t and thtu IPC is on June 7th. The meP

_a n g• -o~ ttend bLoth 4!;.Iivtis. Given that you lu.t

determine a soluticn to this conflict, what do you think

would be thea most desirable outcome ot the deci~ien? WRitR

YOUd ANSWER TO THIS QUESTION I NIi fi SPACE UFLOW

Questiou 1: outcoosu

"4 1
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Nah OW thd t YOU have 4etA.l~d A dfilable cutcCae yO• ,';St
•ii ~qather" 'he inforadtion you Will iivad to: i

-t 1) deteimine ill 4iterunativc solitions to the problem,,I

2) list all thk 4dvantaqfs and disadvantages of eacb

alternative, and

3) evaluate tho. Eeltie efficicncy ot each alte' itive.

You have conl-acted Capt. Wallis 4nd Sqt. Rock apd have tound

th,-f tWo SouLces ot information are available tc you. Those

sources of intouration are:

1) Performance ratings of all the E-5's 4nd E-613 ia t.he

platoen over the past ycar.

2) Tvaininq records of thb. diftetent nqua.s itt the platoon

fot the past 6-Months.

SANSWED THIS QULSIION IN Tili SiPACi ELCW.1

QQ 4 '*.3ol2: Z.totta'-lon
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Considering the problem you are attempting to solve, it

should be obvious to you that these sources of information

are both relevant. There are other sources of information

(e.g., Sgt. Rock's opinion), but for this exercise we will

be confined to the above two sources.

You are now ready to determine the nature of the

solution for the conflict. Do you think there is one best

solution or perhaps several equally acceptable solutions?

Since the idedl solution (Johnson's men in both activities)

is impossible, would there be more than one moderAtely good

solution? Yes, there are, of course, several solutions;

each is an alternative. Think about the different options

available to a platoon leader in this situation.

LIST 4 OF THESE ALIEBNATIVE SOLUTIONS IN THE SPACE BELOW:

j Question 3: Alternatives

3 1)

r 2)

.3)

4i)
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Some alternatives are readily apparent, others require

some thought. At this point, compare your alternatives with

those suggested at the end of the exercise. fletain the four

that you feel are "viable alternative solutions".

The next step is to list the advantages and

disadvantages of each alternative. Use the alternative

comparison chart provided. use this chart by placing a

brief description of each alternative at the top of each

column. Look over the possible adv~intages and disadvantages

givcn in the rows. These are just a few examples of

advantages and disadvantages, more can be added. Now, fill

in this comparison chart: PLACE A CHECK 114 THE APPFOPRIATE

801 WHERE THE ADVANTAGES, OR DISA1EVANTAGES, APPLY. LEAVE

THE 30Y BLANK IF IT DOES NOT APPLY. Note that Information

Sources 1 and 2 appear on the next few pages. These sources

and the organizational chart fros Exercise 5 will bp needed

to complete the ccwparison chart.

YOU SHOULD NO0W COM'PLETE THE ALTEBNATIVE COMPAR4ISON CHART

Once the chart is camplfted. the pufmherý of

disadvantages for each alternative solution should be

subtracted from the number of advantages foL that SOlution.

The alternative which has the latgest diiference

(adv~ntaqes-disadvaatares) woul~d be preferred. it is

possible that a tie 4ill occur betweea two or sore

74



alternatives. If this is the case, then there are two
strategies which may be used to determine the single "best"

solutioI. First, if you can obtain additional information,

thaii additional advantages and disadvantages may be

identified which would allow you to choose between

alternatives. But if your list of advantages and

disadvantages cannot be expanded, then the second approach

may be used. This second approach requires weighting the

importance of the advantages and disadvantages. If for

instance, one advantage is twice as important as another,

then assign weights of 2 and 1 instead of checknarks.

An important factor which may be examined in

determining the weight assigned to a particular adr&ntage or

disadvantage is to assess the short versus long term

implications of a particular action. For instance, the

present conflict which you face is essentially which

advantage is more i&oportant excel at the IPC or promotion

of your best qualified men? In the short and long run,

excelling at the IPC will be good for the platoon's record

and will enhance ycur career. on the other hand, promotion

of the best qualified men in your platoon would weaken the

platoon's performance at the IPC because less experienced

soldiers vilI attead the IPC. Thus when e4zaining short

term consequences, pro-otitiq the best qualified soldiers

results in a disadvantage. Kowever, in the Icag xun, this

action insures better qu~lified and ep4:;iene~d lea4ers. A

-432-



second advantage of this acticn would be good Flatoon morale

resulting from the soldiers' beliefs that Fromotion will

follow good performance. Short and long-tern consequences

must be considered when making decisions which might have an

impact in the future. Note that if decisicos are always

sade in ter.As of short-term gains over long-term losses,

then the future of the platoon may be characterized by many

problems.

Considering both the long and short term consequences

of your alternative solutions, select what ycu consider to

be the "be I" sing solutjon. av ptepared to explain your

decision to the rest of the class.

i I
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Alternative Comparison Chart

Alternatrives

12. 3. 4

(: Advantages

Well trained secLion goes

to the IPC

Best qualified go to
•< ANOC/BNOC

Di-advantages

Disruption of the IPC

section as a team

Extra training is required

TOTAL ADVANTAGES

- TOTAL DISADVANTAGES

"- DIFFER.NCE

-434-
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.ossibe Answer tq Questions

Answer 1: Outcome

Nominate the most qualified men for ASCO and BNCO

without lessening the chances of successful Ferforaance at

the IPC.

Answer 2: Information

Two checks, both sources of information are relevant to

the problem.

Answer 3: Alternatives

1) Send Johnson, Bestow, and Munch to ANCO/BNCO, and send

next best trained platoon to the IPC.

2) Send Johnson's squad to the IPC and select the next

best qualified men to go to &NCO and BNCO.

3) Send Johnson, Bestow, and Munch to &NCC/BNCO 4nd havo

Sgt. Bock and two proficient WCOs train with Jchnson's squad

to prepare for the IPC.

44) Create a new squad just for the IPC with the best

available qualified ten from the whole platoon. Send

Johnson. Bestow, and lunch to ANCO/BNCO.

t•
$1
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Performance Ratings of E-6 and E-5 in Platocn A over the

past year as given by iamediate superior.

E6 Click - very good

E6 Johnson - outstanding, due for promotion

E6 Spoon - good

£6 Grange - excellent

E'5 Barr- very good

E5 Bestov - outstanding, due for promotion

E5 Duvalve - average

E5 Killer - poor

95 Bunch - excellent, due for promotion

E5 Pack- excellert, due for promotion

E5 Rose - average

£5 Weitz- good

Note: See the orgacizational chart at the end of Exercise 6

to detersine where these people fit icto Platcon A.



Information Source 2

.A Training records for sections in Platoon-A over the past six-months in

hours per month

Trainina Section

Click Johnson Spoon

i. Drill 6 8 9

2. Small arms repair 1 1 2

3. Small arms practice 10 10 8

4. Field manuvering 10 10 6

5. Special weapons 10 10 6

6. Tactics 8 8 4

7. Special courses (average man hours) 8 8 8

8. Other training 10 10 10

' TOTAL hotkr, per month* 63 65 55

* Note these are allottedhours per month, but due to special
circumstances every month these huurs actually may be more or less.
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UNDERSTANDING YOUR BOLE AS A PLATCON LEADEB

The newly commissioned lieutenant must assume a cumber

of different roles in his or her position as an officer in

the U. S. Army. These multiple roles require that the
J

lieutenant process large amounts of information from a

variety of sources. The lieutenant's ability to budget his

or her time and to set realistic priorities will be critical

in determining that individual's effectiveness.

Qblective§

The present exercise will aid in inc.reasing your

awareness of the need for developing certain management

skills- Specifically, you will be cequired to examine a

number of "In Basket" items which must be resfonded to by

t!.e lieutenant whose role you have assumed. In dealing with

these "In 8tusket" items, you will gain a realistic view of

the demands placed upon a newly commissioned lieutenant.

LCTIR~ NST 0JSRUCTO

TIll FIRST PABT OP TII EXE11CISE SHOULD EE COMPLETED ON

AN INDIVIDUAL BASIS. YOU SHOULD HJAND CUT THlE ROLE

INFORHATIUN £1)O £PACKAQE OF• "IN BASK ET* M'TNS TO ELAI

STUDENT. ALLOV STUDENTS 30 MINUTES TO COMM ¶ TIlE

-'.39-
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E1ERCISE, THEN BEGIN THE CLASS DISCUSSION. YOURt INPUT INTO

THIS DISCUSSION WILL BE INVALUABLE SINCE YOU WILL BE THE

ONLY MEMBER OF THE GROUP WITH ACTUAL ETPERIENCE IN THE ARMY

SETTING.

You will be presented with a sequence cf paper-work

resembling that which a lieutenant might find on his or her

desk in the "In Basket". You must deal with each item in ai -1
manner you would consider appropriate if you were in the

position of plkto') leader. Several methods cAn be utilized

to deal with the "In Basket" items. For instance, you rould

write a letter, note, or memo, and put this into an "Out

basket" or sake a note to yourself to talk with someone,

order soaethlnq, or just file the "In Basket" item in an

appropriate place. Each "In Basket* item requires some type

of written respouse. These responses should L written on ,*

P separate sheet of paper for futqre reference in a class

discussion at the completioa of the exercise.

Note that there are no absolutely correct or incorrect 1•
respon~ses. Rather, respohsvs to the "la Bazketu ite0s arc,

* relatively more or leas efficient than #hat ov would expect

t'oo a successful Flatoon 104der.

This exercise is set in the same contexzt of th.

i•previous (vtoccises. aou will assuae the cole ef Lt. Jonee "

in Company 112. 3any of the "In Basket* items Lequire sone

pviuRcece. owilasath.ol fL.- -•n



knowledge of the Fersonnel in Company XYZ and especially I
Platoon A (i.e., Lt. Jones' platoon). for this reason,

efficient handling of the "In Basket" items will be in part

determined by your knowledqe ot the personnel and operations

of Platoon A, gained from earlier exercises.

As Lt. Jones, you have returned from lunch to find

several new items in your "In Easket-. It is Ftiday, July

11, and you want to take care of all your parer work before

the weekend because on Monday, you have a reconnaissance

training exercise tc conduct with your platoon.

For each "In Basket" item, make a note on what you

propose to do about the item. Use sufficient detail io that

others can understand what you plan to do about the item.

The following pages contaia elevee "In Basket" items. Some

i •items vill take lonqer than cthers to deal with. Allow

about thirty minutes to respond to the eleven items. This

will insure that there will be sufficient time for class

discussion after evetyone coepletes their rearonses to the

"lIn Saskvt" it~iaSo

-!
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July 11

Co3pany XYZ

P~latoon A

Bid. 429

Lt Edward Jones:

you and your wife are cordially invited to attend the

22nd Annual Division Banquet. T'his year the guest speaker

will be Major General Bill Readow. He will talk about the

Division's stategic role id~ world War II.

The banquet will beqia at 1800 hours on Saturday July -

26, and will be held at the Infantry Halal Dining facility.

Dress uniforms are in order. There is a fee of $20.00 per

couple to cover the expense of the meal.

Please respond by July 19 if you wish to attend this

banquet. to:

Advance Registrat ion

22nd Aanual Division eanquvt

Att. Lt. Brady



July 11

Lt. Jones,

I had written you about two mouths ago concerning a

disciplinary problem with Pvt. Kahn. Since that tige Pvt.

Kahn has not openly disrupted squad operations but he as

attempted to undermine my authority. I feel that this is

the reason vhy my squad performed poorly in the last FTX. I

an not sure, but I feel that Pvt. Kahn is tryinq to sake me

look bad. I need to talk to you before the Recondo exercise

this cosinq houday.

Despectfully,

-All

1

!!I
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July 11

Company XYZJ

Platoon A

Lt. E. Jones

I as sorry to inform you that only three of the four

personnel transports you requested are available for your

use on Monday, July 14. One of the transForts just recently

developed a serious oil leak and rill aot bE available for

some time. All other traikspoLts are are beinq used. I can

only suqgest you talk to Notorpool E, they way have an extra

transport.

la1



July 7

Company XYZ

Platoon A

Lt. E. Jones,

This is to verify your work order for installment of a

Water Heater (PP4-167) in Old. 430. The work crew will

arrive by 700 hours on Monday, July 14. It would be most

helpful if you can have someone be there to show the work

crew where to install this heater.

Physical 'Plan Operat ions

Bld. 728

883-0952

&



* 1July6

Company XYZ

Platoon A

Lt. Jones,/ There seems to be a mix-up in the paint your men picked
up earlier this week. They were to get three 5-gallon cans

of vinyl white paint (4A39). But sonehcob they picked up

three 5-gallon cans of latex white paint M139). These

paints were picked up by a Sgt. Spoon. If you have not

started painting yet, please come by and exchange the paint

you received for the correct paint that you orginally

ordered.

/ý ',"y Facility

Rld. 725

883-0820

N1
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July 10

Company XYZ

Platoon A

The procedures utilized in the Battalion for processing

paper work have in the past resulted in rather slow

processinq. This has been most obvious from the rash of

complaints I have received lately. Hence, we are goinq to

implement some new procedures, including a computerized

accounting system. I would like to get together with all

the lieutenants in the Battalion to explain this new system.

This meeting is tentatively set for Thursday, -!uly 17, at

1100 hours in the Vattalion Conference room. Please plan to

attend this meeting.

Battalion HQ.

Building 385

883-2826

xi



July 7

Battalion

Attention: Recreation Officers

As you kaow, t.his is tho time of year when our Division

sports contests are held. Persons interested in

participatinq need to first qualify in a Ere-tournement

competition. Competition for the following activities are

still open:

Wrestlinq

Box inq

Fencing

Track

•:: Swimming

Ten nis

Volleyball

* If any person is interested ini particiFating, please

come by Room 2A in Bid. 18 or call 883-5101 for further

details or to siqn-up.

AI



7(111
Lt Ed Jon~es

r~v f6. t 4errain otaps Y
flea~~ 4v' 'Je 1Rec-c*4c exercise ca%

-+ 4cai yatr solo(I~ers. See- me



* •Jive %hk* JJuly 7

* Purchase Record

Company XYZ
Platoon A
July 3

Code Item Number @ Cost Total

OA33 Paint (5-gal. green) 10 $18.21 $182.10

4A39 Paint (5-gal. vinyl white) 3 22.05 66.15

JF59 Gas cont. (@ 5-gal.) 6 8.40 50.40( AS32-8 Net and line 5 4.10 20.50

AS32-12 Tarp and rope 5 7.36 36.80

C BG5-R4 Rounds (@ 500) 5 35.29 176.45

BG19-R4 Tracer (@ 250) 2 22.65 45.30

HP-3B Lightbulbs - 12 1 4.44 4.44

SHG-811 Writing paper - 12 10 3.84 38.40

SP-T31G Trophy 1 16.94 16.94

TOTAL $637.48

Adjust your records accordingly.

caA& oo( /)U SK4 4t4M C
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After qoing through your "In Basket", you sit back in

your chaLr and breathe a siqh of relief. Suddeuly there is

a loud roar as a tractor trailer truck tacks into tbh

Battalion loading zone. You valk out to see what is going

on. Men have started unloading a backhoe and crates of

equipment. One of the men comes up to you, bands you the

form on the next page, anW asks you to sign for receiving

this equipment. What do you do with this "In Basket" item?

•-

Ia
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REPOLIA CONSTRUCTION EQUIPMLNT INC. SHIPING ORDER

Col. Smith
Bat tal ion
Bid. 422

Code I t vui, Number @Cost Total

BH-A5 Backhoe (#5657-S382-997) 1 $52,905.00 $52,905.00

LE-I shovel 24 8.95 214.80

LE-3 Pick 24 8.65 207.60

HE-2 Air hammer 2 325.95 651.90

TOTAL $53,979.30

Sign for P eiving:

I. DATE-

*

" ,..''
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M~itl Le-dish )j: Ai~ c~ UJLEntnk 12.E IMj Futmra

In the introduction to this text. you uero presented

with a number of issues and topics we claimed were important

to the study of leadership. At that time, you were told to

simply consider each issue 4nd to note the questions each

topic raised. 6hile reading the text and Ferfocming the

exercises, you iave probat:ly gained many insights into what

is required of an effectivc leader. In an attempt to aid

you in answering your questions, we presented you with a

review of current leadership theory and a model to serve in

orqanzinq your thcuqhts couccrning leadershiF. We ilso

discussed basic skills you will need to begin development as

an etfective lcadcr.

Despite the;*;e efforts, your having ccmpleted the

present text does not insure thAt you will be an effective

leader. HowevoI, it qu4ranrtes that you rill be more

so~ittire to those factors important to successful

leadership in the U. S. Lamy. lut more than sensitivity is

requirel. You *ust assume your first ccaaand with a

Spoitive at it ude and conr Lobt each ptoblem with an

eagerness atd willitiquess to ldran.

The ti•e you -pvnd as a platoot ltAd-t reiroeb-sots only

a .inq0e stage It your dvveloteept a4 an individual. If you

assume a positive attitude aud ote villing tc learn, theo

the time you serve as a lieutent will te a period of



V

opportunity. It will be a time dariaq which you viii

develop the skills needed for a successful career as a

leader in, not only the military, but also in industrial,

educational, or governmental settings. Our country needs

effective leAders in all of these settings and you have

before you now, the opportunity to meet this necd.

Even if you adopt a highly positive attitude you must

expect to experience the many doubts and anxieties usually

encountered by a new college qraduate. Whether you are

newly married or sinqle, you must adjust to a new pattern of

living. It is at this point in your life that you may first

encounter monthly car payments, mortgage payments, and many

other financial obligations. While attempting to adjust to

*- these personal changes, you will be required to fulfill your

role as a commissioned officer in the U. S. Army. As an

officer, you may be concerned with many Ftcblems such as

gaining acceptance by your subordinates and the ratings

giveu to you by your commanding officer on the Officer

Ifficency Report (CEl).

Certatuly this stage of yout life will te beset with

sany doubti aud Aux tties which iay affect the decisions you

wake concerainil your Cdteor. yoq must realize that these

doubts and ix &%t ies Are exporiefnced by most collqge

4CAduatoi. Yout Cla4utmAtet who Vn'eCed the civili4n work

ftotce are lik.ly to ox Ipt-ietbe sobilAt Problves an a

f custt 4t ion. Rtljatdle~s ot vwkb tr you remain ia the U. S.



Army or entor a civilian orqanization ot government agoucy,

your development as an effective ltader viii depend upon

your committacnt to continued self-development.

:I' I
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